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Introduction

Introduction

“Workforce devel opment is about enabling all people to have access to opportunities that
enhance the development of their skills, knowledge, and aptitudes such that they are ableto
participate in productive work, either by means of self-employment or by working for
someone else.”

This guidebook comprises one third of the Compass to Workforce Development Toolkit. Itis
accompanied by an analytical study and avideo. Together, these three pieces provide the
background, principles, groundwork, examples, and inspiration to help nations, USAID
missions and other donors to implement workforce development projects around the world.
Each pieceisimportant.

From the video, you will see workforce development in practice and hear what it has
meant to workers al over the world.

Fromthe analytical study, you will learn the background for the creation of the
Compass Toolkit, the definitions and significance of workforce development, the
challenges of implementing workforce development projects, the social and economic
issues addressed by current workforce development investment, and the principles of
best practice common to successful workforce devel opment programs.

From this guidebook, you will explore into twenty best practice case studies; places
on six continents where peopl€’ s lives have been improved by investment in their
skills and productivity. The guidebook also provides regiona and country-level
background for each profiled program.

The three pieces were designed so that beginning with any one of them provides a clear view
of workforce development. Taken together, they offer acomprehensive look at investing in
workers from avariety of different perspectives. Education Development Center, Inc. (EDC)
suggests beginning with the video, asit provides avisua imprint and a basic introduction to
workforce development. What you see in the video may draw you to the guidebook to read
the case studies profiled in thumbnail on screen. After firmly embedding the pictures and
words from a few examples into your growing understanding of the subject, moving to the
analytica study will expand the specific information in the case studies into a set of
principles for best practice and provide the context in which to ground them. Then, return to
the guidebook to read more of the cases and delve deeper into how others have implemented
workforce development. Finally, EDC suggests using the tables in the guidebook and the
analysisin the study to draw parallels between your context and those in some of the best
practice models. This may help you as you think more deeply about the kind of workforce
development investments your nation might make.
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Introduction

Organization of the Guidebook
The guidebook contains four main sections:

Methodol ogy

Cases At-A-Glance

Regional Background and Case Studies
Executive Summary of the Analytical Study

The first section, Methodology, suggests ways to use the Toolkit and covers how the cases
were identified, assessed, and selected. In addition, it details the process of creating aformat
for the case studies and how that format is used in the case studies.

The second section, Cases At-A-Glance, presents helpful tables and classifications of cases.
These constructs are provided so that the reader can access the case studies in a number of
different ways. This section isintended primarily to help readers quickly move to the case
studies most relevant to their own situation and/or to case studies with features that most
intrigue the reader.

The third section is separated into four regions. Africa, The Americas, Asia, and Europe.
Each region begins with aregional background summary, which provides alook at the
current economic, social, and political contexts for the regions where the case studies are
found. After each regional background, the case studies present the twenty best practice
cases and detail the key success factors for each case. Contact information is also provided.

The fourth section is an Executive Summary of the analytical study and isintended as a

springboard from the specifics of the guidebook cases to an analytic look at workforce
development investment and best practice.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.
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M ethodology

The Center for Human Capacity Development (HCD) at USAID requested the Center for
Workforce Development at Education Development Center, Inc. (EDC) to identify and
present twenty best-practice cases in workforce development, to prepare an accompanying
analytica study, and produce a companion video on leading programs and models. The
methodology for the literature review included in the analytical study is covered in the study.
The methodology for the case selection and video is described below.

Criteriafor Case Selection

To begin, EDC convened atwo-day workshop in November of 1995 to bring together |eading
experts (see Appendix for list of attendees) in workforce development to set the criteriafor
the cases. At the workshop, participants identified alist of Guiding Principlesto direct the
selection of cases:

Promotes and sustains economic devel opment.

Ensures employer participation.

Has the ability to regenerate and renew itself.

Promotes partnership.

Secures multiple and leveraged funding sources.

Establishes and attains performance-driven quality outcomes.
Provides skills improvement leading to expanded choices.
Possesses a market-driven design that is responsive and anticipatory.
Isintegrated with the basic education system.

I's customer-driven.

Provides accessible and equitable services.

Expects personal responsibility on part of the learner.

Is effective and efficient.

Promotes lifelong learning.

Trains for arange of possibilities.

Rather than using these principles as alist of “must-haves,” EDC accepted them as alist of
criteria, not all of which needed to be fulfilled, for a project to be considered for inclusion in
the study.

The workshop participants then solidified thislist into eight broad categories of analysisand
approximately sixty related subcategories. The eight categories of analysis for the cases
became:

Governance

Market Orientation

Collaboration of Stakeholders

Education, Access, Portable Skills, and Lifelong Learning
Financing

grwbdhpE
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M ethodology

6. Assessment, Feedback, and Continuous Improvement
7. Technology
8. Replicability

| dentification of Cases

EDC used a number of methods to identify potential cases. At the workshop, experts
suggested cases that they felt exemplified best practices. EDC augmented this list with:

Extensive secondary research that included searches of the databases of mgjor
international donor organizations, including the World Bank, the Overseas Devel opment
Agency (Great Britain), the United Nations, the InterAmerican Development Bank, the
International Labor Organization, the Organization for Economic Cooperation and
Development, and USAID.

Internet searches.

Contacting a number of other international development and workforce development
specialists who could not be present at the workshop.

Searching for written reviews in workforce development and consulting a number of
authoritative reviews.*

Over one hundred nominees for case studies were culled from all these resources.

Assessment and Selection of Cases

The EDC research team did an initial preliminary investigation on each case by reading
available materials and/or contacting project staff. From this preliminary investigation,
approximately half of the nominees were set aside because they did not adequately fulfill the
criteria categories established at the workshop. The remaining cases were summarized by
one researcher and then presented to the entire research team.

Thislist of fifty strong candidates was narrowed to thirty by the research staff based on the
degree to which the project, program, or system met the criteria. Attention was paid to
ensuring that the list of thirty cases accurately reflected the diversity of workforce
development investments, the diversity of economic and social situations around the world,
and the diversity of target populations. In general, EDC ensured that the list of thirty cases
achieved a balance between geographic regions served and yet had a general applicability to
the types of situations found throughout the world.

Using the working definition of workforce development presented in the analytical study as
“Workforce devel opment is about enabling all people to have access to opportunities that

™ Works consulted include Workersin an Integrating World (World Bank 1995); Vocational Education and
Training: A Review of World Bank Investment (Middleton, et. al. 1989); Training for Work in the Informal
Sector (ed. by Fred Fluitman, 1989); Education and Training for the Informal Sector (ed. by Fiona Leach,
1995); Human Development Report (UNDP 1996); The Fifth Discipline (Senge, 1994); Labor Markets and
Social Policy in Central and Eastern Europe (ed. by Nicholas Barr, 1994).
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M ethodology

enhance the development of their skills, knowledge, and aptitudes such that they are ableto
participate in productive work, either by means of self-employment or by working for
someone else,” and the criteria generated at the workshop, EDC found a great many more
cases than anticipated, and it was often difficult to select one case over another, asthe
diversity of cases and approaches was impressive. Where two cases appeared to be close
contenders for salection, EDC selected the case on the basis of other factors, such as:

Addressing a population group not represented in other cases (location, age, employment
status, disadvantage).

Achieving geographic balance between cases.

Representing a specific level of operations (local, regional, national, international ).

Who was the primary sponsor (education institution, employer, NGO, local government,
national government, donor organization).

See Cases At-A-Glance for the distribution of case studies across the various regions of the
world, types, participant groups, and a number of other critical factors.

EDC discussed the thirty cases with HCD which resulted in a decision to investigate all the
cases further, using a questionnaire developed from the eight categories and sixty
subcategories from the workshop (see Appendix). Eleven of the cases received site visits by
members of the research team. The remaining nine were investigated through first-person
contacts by people outside the core research team, and by phone/fax contact on the parts of
the research team, and by obtaining additional written materials.

Through these various measures, EDC obtained answers to as many of the questions as
possible. Responses received by secondary means generally were not as fully developed as
when EDC researchers obtained the information first hand. EDC then invited the contact
person for each case to check EDC' s interpretation of their responses for accuracy. Many
sent back further comments and clarifications. With this information, EDC drafted a case
study for each of the thirty projects. These draft case studies were presented to HCD
officials. HCD, with EDC’ s recommendations, selected the final twenty cases presented
here. A number of these have been reviewed by experts outside of EDC, and to the extent
possible, their comments are reflected in the content and presentation of the case material.
Each case is designed to stand on its own. |t can also be reviewed and compared with others
in the Guidebook.

Presentation of Cases

In the process of analyzing the information gained from research, conversations, and site
visits, and judging how to best present its complexity to national policymakers, donor
organizations, and USAID missions, EDC created the following format for presenting the
case studies.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



M ethodology

Case Overview. The Case Overview presents athumbnail sketch of the project’ s history,
goa s/objectives, main features and characteristics, and resultsin brief. This section gives an
overal picture of the project.

Why This Case Was Selected. This brief highlights some of the main reasons why the case
was selected. These reasons range from outstanding examples of one or more of the criteria
to unique or innovative features and unusual approaches.

Background. This section is a sketch of the historical, political, economic, and/or social
context that contributes to the understanding of the case.

The remainder of the sections discuss in detail how the case fulfills nine areas of inquiry, and
what the key factors for success have been in each. The sections are:

L eadership and Accountability
Demand-Driven Design

Open Access

Portability of Skills
Continuous Improvement
Public-Private Partnerships
Sustainable Financing
Replicability

Economic and Social Impact

These categories closely track the eight categories identified at the workshop but differ
slightly as EDC rearranged and renamed several to present the information in a more succinct
and accurate manner. In each section, key points are italicized at the beginning of their
explanatory paragraph(s). Theseitalics are intended to quickly draw the reader’s eye to some
of the important points about the case in each substantive “key factors’ section. A discussion
of the content of each of these sections follows.

Leadership and Accountability details the administrative practices and principles that have
led to project success. Thetypes of questions answered in this section include: What
philosophy/conceptual framework underlies the project and how isit practiced? Whois
accountable for project performance? What are the values, principles, and procedures that
govern the project?

Demand-Driven Design discusses the many ways that projects fulfill the needs of their
“customers’— be those “ customers’ employers, workers, governments, communities, or any
other group. This section includes discussions of key ways programs are responsive to the
needs and requirements of markets, employers, workers, and other important constituents.

Open Access details the populations served by the project and what mechanisms are
employed to ensure equitable and open access.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



M ethodology

Portability of Skills discusses what types of skills workers are being trained in and the
methods being employed to train them.

Continuous I mprovement includes the ways projects eval uate themselves and adjust based on
data gathering, the evaluation of projects from outside sources, and how projects continually
adjust to changing labor market demands.

Public-Private Partnerships outlines the parameters of the partnership and the roles of
different collaborators.

Sustainable Financing reviews how the project is financed.

Replicability, presented when applicable, provides some information on whether the project
has been replicated elsewhere.

Economic and Social Impact details, to the extent possible, the impact of the project on
economic and social indicators. It should be remembered that many projects, including some
of the cases here, are not systematically evaluated by outside sources. To measure impact, it
is often necessary to rely on self-reports and on data gathered under less than ideal
circumstances. For afull discussion on the difficulties in evaluating economic and social
impact, please see the analytical study.

Contact Information is provided for each case.

In reading through a case study from beginning to end, it may seem that some points are
repeated under different headings. The reason for thisistwofold. Firgt, it is expected that
some readers will not read case studies al the way through, but instead they will read across
case studies for agiven category. Thus, it isimportant that all information relevant to the
heading appear in the category. It cannot be assumed that the reader will pick itupina
different part of the case study. Second, many of the practices and features of these cases are
intertwined and affect each other. Imposing the discipline of not covering atopic whenitis
relevant just because it is mentioned el sewhere does the reader an injustice by ignoring the
connections that make projects function asaunit. Thus, if it isimportant to the points being
made about values and governance, the reader may find some discussion of the partnership
under the Leadership and Accountability section. Thisis not meant as a haphazard repetition
of what is covered under the Public-Private Partnership section, but rather as a discussion to
illuminate the real effects of this partnership on other aspects of the case.

Producing the Video

The content for the video was developed through consultations and meetings with EDC and
USAID staff and through the emerging conclusions from the analysis presented in the Study.
Cases featured are from the final twenty selected using the process outlined above. The
video was filmed on-location in Asia, Africa, Europe, North America, and Latin Americain
collaboration with USAID field missions and profiled projects.
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A Reader’s Note: Analyzing Across the Cases

EDC believes that the twenty cases selected for inclusion in the Guidebook and the Video
represent best practice and fall into a number of broad types:

National education and training systems.

Microenterprise devel opment.

School-based programs.

Approaches which link education and training to each other in new, constructivist ways.
Non-formal training programs.

Providers of support for training initiatives.

Within each type, there was substantial innovation and variation according to local
conditions, needs, and resources. Despite this enormous diversity, EDC found a number of
common threads and important differences that form a pattern of what features contribute to
successful workforce development projects, programs, and systems. The discussion of these
common features can be found in the analytical study.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.
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Cases At-A-Glance

The chart below summarizes main descriptors and features of each case. The chart is provided to assist you in locating cases that best match your situation and/or have features and approaches

you would like to explore in depth.

Case Region Country Scale Description Targeted Populations Outstanding Features
EMPRETEC Africa Ghana National | Training for microenterprise - potential entrepreneurs success at converting promising individuals who have previously been employed
devel opment between the ages of 23 and in the public sector to entrepreneurs who manage to succeed despite difficult
60 economic circumstances and poor infrastructure
structured training that builds entrepreneurial and management skills
Agence d’ Execution des | Africa Senegal National | Training for microenterprise youth whole systems approach, combining private sector development with the
Travaux d Interet development (construction and entrepreneurs development of a market for training
Public infrastructure industries) small and medium size emphasis on transparency, political independence, economic efficiency, and
(AGETIP) construction firms impartiality
strong results and replication in other African nations
use of incentives to develop atransparent public and private bidding system
emphasis on providing long- and short-term strategies for training and employing
the country’s poor youth
focus on deliverables
Workers College Africa South Regional | Postsecondary school and trade primarily trade union genesisin the labor movement
(University of the Africa union partnership offering workers and |eaders breakthrough partnership between unions and university
Western Cape) - short- and medium-term skills success in undertaking the training and skills improvement of blue-collar
upgrading in a variety of workersin the face of opposition from government and business and in aracially
industries and |abor-management polarized society
democracy-building skills key role of unions, traditionally a stronghold of workers of color in South Africa,
training in shaping the curriculum and ensuring the skills developed are portable to other
firms and include organizational skills and leadership
inclusive philosophy and practice
explicit training connection to increasing democracy-building
worker-centered curriculum design
Planta Piloto de Americas | Argentina | Inter- Advanced biotechnology training master’ s and doctorate level focus on applied research that directly affects the broad economic development of
Procesos Industriales national students in microbiology Argentinaand South America
Microbiologicos and biotechnology focus on skills that will help make the region more competitive in international
(PROIMI) trade
hands-on training in technology and management-related skills
partnerships with employers and other countries
Telecurso 2000 Americas | Brazil National | Television program for basic & unskilled, semi-skilled wide delivery system through electronic media

manufacturing skills training

workers, primarily in
manufacturing

open access and multiple points of entry into training
student-controlled learning

pedagogically rigorous and practically grounded curriculum
distance education paradigm

industry-driven with multiple partners from all levels
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Case

Region

Country

Scale

Description

geted Populations

Outstanding Features

Chile Joven

Americas

Chile

National

National training system for entry
into basic manufacturing and
service sectors

Tar

focus on youth aged 14-24,
but doestrain al types

use of government incentives to develop a private-sector market for education
and training of poor youth

broad, national scope

focus on bringing large numbers of marginalized youth into the labor market
demonstrates how a middle income country learned from examplesin many other
highly and less well developed countries

focus on transparency and intragovernmental coordination

close ties to market demands for skill requirements

focus on deliverables, placement and graduation rates

developing a virtuous cycle where trainers must keep improving their skillsto
find work

Zamorano

Americas

Honduras

Inter-
nationa

Proprietary agricultural school

students aged 16-24 who
plan agriculture careers

developing in its students habits of mind and heart which produce leaders
integrates learning by doing with strict discipline

educates all students—regardless of economic or socia status-to very high quality
standards

prepares graduates for self-employment as well as for highly competitive jobsin
the formal sector

students and faculty work with many NGOs to train micro-entrepreneurs

high success rate of graduatesin many professions

Servicio Nacional de
Adestramiento en
Trabajo Industrial
(SENATI)

Americas

Peru

National

National education and training
system to develop basic
manufacturing industry skills

youth

institutionalization, standardization, and improvement of education and training
in manufacturing throughout Peru

depth, broad coverage, and quality of basic skills training in the manufacturing
sector

extensive replication throughout all of Peru’s 37 diverse provinces

success in adapting the dual system to a different culture

employer commitment

ability to survive over 35 years despite considerable political and economic
pressures

ability to build and maintain an education and training system alongside the
formal education system

Miami-Dade
Community College

Americas

United
States

Local

Post-secondary school offering
two year degrees, skills training,
and preparation for four year
degrees

all

building partnerships with the local business community

contributing to economic development by training the workforce for the region’s
needs

serving a variety of needs for a diverse population

fostering lifelong learning in the community

encouraging professional development
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Case Region Country Scale Description Targeted Populations Outstanding Features
Australian National Asia Australia National | Policy coordination body that all Australians - creates aworld-class education and training system with standards, policies, and
Training Authority creates national framework for all frameworks that are consistent across all of the country’s training providers
(ANTA) education and training in the includes all interested partnersin the development of the policies and planning
country affecting the training system so that it responds to all clients and their training
needs
ensures the system responds to education and training best practices, aswell as
workers' career objectives as they change and grow over time
Regional Institute for Asia China Regional | Regional education and training youth who have completed focus on conducting research and devel opment following the model of
Research in Workforce research and devel opment institute basic nine years of Germany’s Bundesinstitut fur Berufsbildung (BiBB)
Formation, Education, creating an education and training education (most of the youth conducts research and then develops and tests pilot programs that can be brought
and Development system for the City State of in Shanghai) to scale within 5 - 9 years
(RIBB) Shanghai prepares Shanghai youth for broad sectors of the economy, such as hospitality,
financial services, manufacturing
emphasis on establishing sustainable partnerships between many of the
stakeholdersin an entire province of China
ability to introduce broad systems change into an established culture whose labor
markets were narrowly defined within the Confucian and subsequent Communist
tradition
consults with Shanghai policymakers and hel ps them develop new laws that
provide incentives for employers, government, fledgling organized labor and
educators to invest in aworkforce development system
Social Fund for Asia Egypt National | Government training & economic the poor local level NGO design and implementation with government support
Development (SFD) development initiative offering: entrepreneurs acombination of microenterprise support and formal-sector training for the poor
- microenterprise development NGOs assistance and retraining to downsized public sector workers
retraining former public redundant public sector large scale government initiative that coordinates between agencies
sector employees workers autonomous
assistance to military Gulf War veterans flexible and responsive to local level needs using a participatory, self-help
returnees philosophy
many other projects employing and refining a strong evaluation and monitoring system
proven to have had substantial economic and social impact
Self-Employed Asia India Local Registered trade union that self-employed, poor women driven by aregistered trade union of self-employed women

Women’'s Association
(SEWA)

conducts:
Microenterprise development
Skills upgrading
Advocacy and organizing
training
Legal protectionstraining

serves a population of the most disenfranchised

uses a cooperative leadership model that draws from its membership

focuses on developing al aspects of its membership, including economic,
democratic participation, and political awareness

provides training in avariety of skills, both trade-specific and portable
combines training and policy activities

isflexiblein its offerings and clearly identifies and meets the target population’s
needs on an ongoing basis

takes aleadership rolein changing the conception of the value of women’s
economic participation

is a comprehensive combination of labor union, women’s cooperative, pressure
group, liaison, educator/trainer, and banker

Prepared by the Center for Workfor ce Devel opment at Education Development Center, Inc., 1996.



Cases At-A-Glance

Case Region Country Scale Description Targeted Populations Outstanding Features
Penang Skills Asia Malaysia Regiona | Multi-national industry training - currently employed, skilled industry-led
Development Centre center manufacturing sector sustainable and self-financed
(PSDC) workers strong in technology transfer
not employed unskilled or prepares both skilled and semi-skilled workers for high technology employment
semi-skilled workers aportable, multi-skilled curriculum
seeking employment in measurable results
manufacturing replicated in other Malaysian states
originated in Singapore
Integrated Recruitment, | Asia Philippines | Local Foundation program that poor urban youth 18 years links youth with employers who agree to provide training and to hire the
Training and Placement facilitates basic training at or older in the squatter graduate upon completion of training at above-poverty wages
Program (IRTP) workplaces and regional settlements of Manila and links employers, youth, with regional vocation education centers to improve
vocational education centers other selected areas quality of education
brings economic development policymakers together with educators, employers,
and workers' guilds to catalyze a new education and training policy (social
partnerships model)
links youth in program with community agencies to provide help with
transportation, housing, whatever is needed
advocates in government on behalf of poor youth
Singapore Skills Asia Singapore | National | Arm of the National Productivity currently employed workers taxes employers for using unproductive (low or unskilled) Iabor
Development Fund and Skills Board with the power to at the mid-level (not entry pools revenue and uses it to subsidize employer led training
tax employers and allocate and not senior management has support of employer association, organized |abor
training funds level) and their companies is used to achieve Singapore's long-term goal to match standard of living of
Switzerland by year 2010
part of long-term strategy to move country’s employers to high wage high skill
base
part of long-term strategy to develop competitive advantage for the country in the
region
National Training Fund | Europe Czech Rep. | National | Funding organization that currently employed mid- conservative, free-market economic framework

provides support for management
training for newly privatized and
privatizing companies

level managers who will
move into newly privatized
industries or servein a
restructured public sector

extensive links to several government ministries

ability to quickly respond to the training needs of arapidly developing private
sector

reliance on private sector mechanisms to ensure transparency and equity
expansion into other training areas beyond management, such as helping to
redevel op the country’ s vocational and technical education system
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Cases At-A-Glance

Case Region Country Scale Description Targeted Populations Outstanding Features
Dual System Europe Germany National | National training system that - youth aged 17-22 who do brings together and holds accountable all the stakeholders in the system for
prepares 60% of the country’s not attend university developing the skills of the nation’s youth
youth for entry into 300 highly demonstrates that it is possible to prepare individua s with equity and with high
skilled manufacturing and service quality results
sector occupations provides youth with clear links to employers and high status jobs
functioning as alearning system where information from each stakeholder
(employers, students, union members, trade associations, schools, and chambers
of commerce) can swiftly be shared through the local, regional and national
network.
has been widely examined and replicated in many forms throughout the world
Building Trades Craft Europe Poland National | Joint partnership among unemployed construction brings together labor, management, government, and workers so that each group
Union Training governments and labor unions to workers works as an equal partner
Consortium train craftsmen to teach provides an example of how the supply and demand for training can be improved
construction methods and self- across national boundaries
SUff:(Ci ency to unemployed trains workers to help rebuild Poland and to become self-sufficient
workers
Retraining of the Europe Ukraine National | Provide assistance in retraining, downsized military focus on retraining retired military personnel for civilian work

Military Program

job placement, health and
psychological servicesto ease the
transition to civilian life

personnel and their families

provides comprehensive career and psychological counseling

training of retired military personnel to help develop enterprises and a private
sector

comprehensive support to its clients, including ex-military personnel’s families
broad geographic and participant coverage
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Africa

Africa
Cases
Agence d’ Execution des Travaux Western Cape Workers College, South Africa
d’Interet Public

(AGETIP), Africa

EMPRETEC, Ghana

Regional Profile

Many African nations suffer the highest levels of poverty in the world, largely due to alegacy of
underdevelopment and declining gross national product (GNP) over the last twenty years.
According to the 1994 World Development Report, 19 of the world’s 25 poorest countries, based
on GNP per capita, arein Africa. Projections indicate that the African poverty position is likely
to get worse, and by the year 2000 the number of poor people on the continent is expected to
increase by 50 percent (ILO, 1995).

Africahas a GNP per capitaof $340. The life expectancy is 52 years, with an infant mortality
rate of 99 out of 1000 births. Thereisa50 percent adult literacy rate, with a 66 percent primary
school enrollment rate and an 18 percent secondary school enrollment rate. Only about half the
entrantsto grade 1 finish grade 5. At the primary and secondary level, more than 80 million boys

and girlsare not in school. The annual population growth is 3 percent (UNDP, 1996).

Africa s growing debt, currently estimated at $180 million, severely damages its economic
health. In 1993, external debt equaled 108 percent of sub-Saharan Africa's total GNP, compared
to 40 percent in Latin America. Africa's scheduled debt service payments eat up almost 30
percent of export earnings and are projected to soar much higher than Africa has been able to
servicein recent years. While little United States Government official debt remains, the fastest
growing component of the external indebtedness of African countriesis multilateral debt which

cannot be rescheduled or forgiven.
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Unemployment in Sub-Saharan Africais high. The urban unemployment rate was around 10
percent in the 1970s, and is now estimated to be between 15 and 20 percent, or approximately 14
million people. One of the groups most affected by this situation seems to be young people.
According to asurvey of 15 African countries by the National Labour Force, the unemployment
rates for youth are three times higher than those for adults (ILO, 1995). Thisyouth
unemployment rate is worsened by the fact that these young people are more educated than ever
before.

However, Africa has great potential for growth and development if sustained investments are
made. Africais not significantly behind where some of the “Asian Tigers’ were thirty-five years
ago. For example, African per capitaincomeis about 80 percent of what it wasin Malaysia,
Indonesiaand Thailand in 1960. The structures of the economies are very similar, with
agriculture the dominant sector and manufacturing accounting for only about 10 percent of GDP.
Large infusions of development assistance to the Asian Tigers since 1960 have helped
substantially reduce poverty, slow population growth, and increase literacy and education levels.
They are now major playersin the world economy. It isnot inconceivable that the same could

happen in Africa.

Relevance of the Compassto Workfor ce Development Toolkit to the Region

Africaisthefinal frontier of development, both in terms of need and opportunity. Africafaces
the greatest development challenges of any region of the world. According to the 1995 World
Development Report, Sub-Saharan Africa must raise productivity in order to compete with the

resource-rich countries of Latin America and Southeast Asia.

Thisis adaunting challenge for two reasons. First, population growth rates are high. The
current population of the African continent is 650 million and is expected to grow at the rate of 3

percent per year (compared with 1.8 percent for the developing world as awhole). Second, a
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higher proportion of the population is joining the workforce, in particular women in the urban
areas. Asaresult, the overall urban labor force participation rate is expected to increase from 65
percent in 1990 to 67 percent in the year 2000. If we combine this statistic with the population
growth, the labor force is expected to grow by 3.2 percent per annum over the next decade.
Therefore, approximately 10 million new jobs must be created each year to maintain current
levels of employment, let alone increase those figures. This constitutes a clear challenge to
human capacity building programs and strategies, and underscores their crucial role in the

economic and socio-political growth of the region.

The three cases selected (EMPRETEC in Ghana, AGETIP in Senegal, and the Western Cape
Workers College in South Africa) contain awide range of experiences relating to training
disadvantaged populations, the efficiency of public-private partnerships, the importance of
accountability and transparency, and the process of transitioning individuals previously
employed in the public sector to successful entrepreneurs. Thisis particularly important for Sub-
Saharan Africa, where employment in the formal sector has decreased. Presently, most new

entrants into the labor market are being absorbed by the informal sector.

The informal sector is often considered a rapid route to self-employment for young people, but
that is often not the case for those who hope to set up their own enterprises in manufacturing and
services. It seemsto take nearly 15 years before a school-leaver actually becomes an
independent entrepreneur (OECD, 1995). In addition, the drift to the informal sector reflectsa
fall in the quality of formal sector employment. In most countries, informal sector growth has
been accompanied by declining productivity and increased unemployment (ILO, 1995). The
three African cases profiled in this Toolkit provide successful models of microenterprise

devel opment—ways to improve the skills of entrepreneurs and increase the chances that their

enterprises will thrive.

Literature Reviewed
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EMPRETEC GHANA Foundation

REGION: Africa

Republic of Ghana
EMPRETEC GHANA Foundation

Case Overview

EMPRETEC GHANA identifies potential entrepreneurs, supports them with training and
consulting services, and facilitates their access to technology, finance, and other businesses.
In 1990, the EMPRETEC GHANA Foundation was created by leaders in Ghana and world
donor organizations to stimulate the development of private sector jobs and skills by
converting microenterprises into small and medium-sized businesses which might then be
linked to companies abroad. Throughout its formation, the foundation worked closely with
the United Nations Center for Transnational Corporations which had pioneered the
EMPRETEC model in Argentinain 1988.

Each year the foundation trains about 200 middle-income individuals between the ages of 23
to 60 for an average of 15 days each year. These individuals have been carefully selected for
their high potential as successful entrepreneurs. Many come from jobs in the public sector
and some have advanced degrees. Although the foundation’s goal is to work with equal
members of men and women, women currently make up fewer than 30 percent of its clients.

Despite being one of Africa’ s richest nations in natural resources, Ghana has an emerging
economy that offers very few private sector work opportunities for the approximately 90,000
new entrants that come into the labor market each year. Building a private sector labor
market is acritical priority for the country. Asin many other developing nations, the
informal sector of the economy is vibrant, as virtually everyone isinvolved in some type of
microenterprise activity to help make ends meet. EMPRETEC GHANA covers about half of
the urban population of the country with centersin Greater Accra, Kumasi, and Takoradi. In
1996, two new centers will be opened in Tamale and Koforidna.

EMPRETEC GHANA has trained more than 1,000 people. The financial and other
management skills developed in this training has generated approximately 500 new jobs
within the last 5 years and provided linkages between large and small enterprises which have
changed the performance and behavior of the entrepreneurs. Interviews with severa
entrepreneurs reveal the pride they feel in providing jobs and benefits for their workers. Just
as important, they agree that without EMPRETEC they could not have achieved their goals.
During thistime, EMPRETEC GHANA also made the transition from a project to a
sustainable organi zation sponsored by multiple funders. All of this occurred within a
difficult economic climate that included problems such as double-digit inflation, economic
upheavals, and low savings rates.
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Training new entrepreneurs on how to become more-cost effective has led to the layoffs of
some workers who were not needed because of increased efficiencies. Furthermore, the
introduction of information and other newer technologies tend to reduce the demand for
labor. Itisdifficult to collect accurate data on cost-effectiveness of the program because of
the high inflation rates, but it is known that approximately 90 percent of all the targeted
entrepreneurs compl ete the training program. 1n 1995 EMPRETEC measured the sales
turnover of 35 member companies after training. In real terms (discounted for inflation) sales
turnover increased 54 percent.

Over a5 year period during which the economy experienced a number of serious upheavals,
some 500 new jobs were created by EMPRETEC entrepreneurs. Often workers hired for
these jobs receive training and benefits for the first time. As the enterprises grow, so do the
opportunities for worker advancement and the potential of new enterprises headed by former
workers.

Why This Case Was Selected
EMPRETEC GHANA was selected for its:

Success in building a private sector by converting promising individuals who have
previously been employed in the public sector to entrepreneurs who manage to succeed
despite high inflation rates, scarce investment capital, and a poor telecommunications
infrastructure.

Structured training that builds entrepreneurial skills and management know-how, giving
clients the confidence and knowledge they need to succeed.

Ability to link fledgling enterprises with large firms inside and outside Ghana.

Background

At the time of itsindependence in 1957, Ghana had experienced three decades of private
sector growth. Despite this track record and rich natural resources (gold, timber, diamonds),
Ghana' s post-independence strategy for economic development was based on the public
sector becoming the engine for economic growth. The formal private sector made an
insignificant contribution to gross domestic product (GDP) although there was till alarge
informal sector engaged in a diverse range of economic activities with limited linkages to the
large multinational corporations. These factors, among others, led to a progressive declinein
the country’ s economy.

In 1983, the Government of Ghana began to implement what would be a slow but sustained
adjustment strategy under its Economic Recovery Program. From 1986 to 1992, GDP
averaged a growth rate of 5 percent, which is significantly higher than the growth rate for
most Sub-Saharan African countries. However, despite the fact that over the last decade
several policy initiatives have been introduced to liberalize trade, deregulate interest rates,
liberalize the foreign exchange regime, and introduce other market reform measures, most of
Ghana's 16 million people still subsist on a per capitaincome of US$450 a year, farming
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traditional food crops necessary for survival. Although policy initiatives have yielded
significant results, major constraints still exist, such as high inflation, inadequate physical
and telecommunications infrastructure, lack of investment capital and low level of
technological skills. Another problem is the growing number of young people who enter the
labor market each year looking for employment opportunities. Their task is not made easier
given the performance of the basic education system® in which the majority of young people
leave primary school unable to read or write.

To help young people under the age of 23 get started with their own mini-enterprise, the
government has created the National Board for Small Scale Industries to provide training and
extension support for potential and existing entrepreneurs. The basic education system is
also being reoriented to focus more on teaching employable skillsin schools. As
EMPRETEC GHANA helps more enterprises to succeed, these workplaces will provide jobs
for youth leaving school.

A number of foreign donors have made substantial commitmentsin providing funds to assist
the government with these problems. The government has a so launched a mgjor program of
action—Vision 2020 Plan—which calls for Ghana to become a middle-income nation by the
year 2020. The main thrust of this plan is to enhance private sector participation in national
development and for the private sector to become the engine of growth.

L eader ship and Accountability

EMPRETEC links small enterprises with multinationals. Scarce investment funds need to be
targeted carefully to produce the highest returns. The focus of EMPRETEC isto convert
microenterprises to small and medium-sized organizations (SMES) which in turn can be
linked to multinationals. “Unless these linkages are established you don’t have an economy”
(Alan Kyerematen, executive director of EMPRETEC GHANA).

EMPRETEC GHANA has devel oped effective strategies to develop entrepreneurs and
provide them with a wide range of assistance, such as:

Recruit potential entrepreneurs and test them for success factors.

Train recruitsintensively for 2 weeks to help launch their businessidea.

Help trainees develop a business plan.

Conduct periodic checkups on the general health of clients' businesses, using a
guestionnaire and follow-up interviews, to focus on planning, business purpose, and
results intended.

Produce a report, recommendations, and action plan.

Coach clients throughout the first 2 years.

Assist entrepreneurs with bookkeeping and accounting services.

1 According to interviews with various officials, Ghana' s education system was in the 1950s and 1960s one of
the best in Africa, and most Ghanaians could read and write.
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Assist clients with information technology and databases on clients and develop various
sector models for export.

Provide special services, such as business planning, enterprise development, re-
engineering, and credit and loan monitoring.

Honesty, transparency, modeling behavior, and accountability govern EMPRETEC' s
program administration. EMPRETEC GHANA's vaues are demonstrated by its
commitment to:

Work with potential winners. Jump-starting the Ghanaian economy requires, according
to EMPRETEC' s director, a sharp focus on training potential winners, not just players.
Foundation staff and clients appear to value this focus, recognizing that their success

hel ps accomplish the purpose of helping other promising businesses to grow which in
turn provides employment and a better market for their businesses.

Clear criteriafor eligibility. To achieve these ends, the program is open to anyone who
meets the criteriafor igibility.

Honesty and transparency. EMPRETEC GHANA emphasizes the importance of
honesty, as clients have to be willing to make a full—and sometimes painful—disclosure
of their business performance.

Always seek to learn best practice. Learn as much as possible about the success of
others, share the information, and incorporate the learnings into business practices.
Demonstrate EMPRETEC' s philosophy through its behavior.

Accountability. EMPRETEC is held accountable by its many international donors, al of
whom have different reporting requirements and criteria. However, sustaining
EMPRETEC over time will require an internal accountability structure and mechanisms
to ensure that the foundation continues to maintain its values. This network is beginning
to develop as the foundation’ s director serves on the boards of a number of organizations
that are in a position to scrutinize the foundation’ s results over time.

Demand-Driven Design

Employees seek the opportunity to become entrepreneurs. Individuals who cometo “get
diagnosed” by EMPRETEC are either employed by the state or have experienced some
success in their microenterprise. They cometo EMPRETEC because it offers them the
opportunity to participate in their own success.

Mass media advertises EMPRETEC' s services and stimulates entrepreneurial thinking.
Ghanaians learn about how EMPRETEC might help them become successful entrepreneurs
through avariety of print and broadcast media. One successful entrepreneur who was
working as an anesthesiologist in the state-owned hospital saw a newsletter, got diagnosed,
and enrolled in the training. She now employs nine people and sells her “hot sauce” abroad.

EMPRETEC links multinationals with smaller companies. Potential enterprises cometo

EMPRETEC because they believe it will make them more productive. Playing the role of the
intermediary, EMPRETEC identifies the needs of the large corporations (multinationals) and
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identifies intermediate companies that have the potential to link to the larger companies. By
doing a profile on the potential partners, they identify existing gaps and help to facilitate the
linkages.

Encourage export trade by providing advice and support. One Ghanaian entrepreneur who
started working on computers in his bedroom has grown with EMPRETEC' s support to an
enterprise that employs 23 people and is still growing. EMPRETEC has helped him link
with a Canadian investor to finance hisinternational expansion. Ghana's government is
focusing on increasing nontraditional exports, such as handicrafts, semiprocessed food, and
palm oil. EMPRETEC supports this focus by assisting entrepreneurs with export advice.
One of their newer initiatives is an export development project.

I dentify key skills and knowledge and devel op targeted training strategies. With funding
from USAID for foreign expert assistance,? EMPRETEC was able to develop a checklist of
skills and knowledge that successful entrepreneurs must have. Trainers use the checklist to
develop training strategies that will deliver the skills and knowledge. For example,
entrepreneurs come to specific training events to learn about how to make a successful
business plan. They participate in monthly networking events which give them the
opportunity to learn from formal presentations and informal conversations with others.
Moreover, they learn from EMPRETEC' s consultant experts who visit regularly with
entrepreneurs.

Labor market information is available to entrepreneurs. According to interviews with
EMPRETEC staff, approximately 50 to 60 percent of the entrepreneurs with whom
EMPRETEC works are aware of or know the market they arein.

EMPRETEC draws upon a range of sources to determine the skills entrepreneurs need.
EMPRETEC focuses on building entrepreneurial skills, especially management, planning,
and finance. They aso teach skills for supervision, negotiation, teamwork, risk assessment,
how to recognize opportunities, networking, commitment, and re-engineering. With funding
from USAID, EMPRETEC has worked with consultants to define what specific
entrepreneurial skills are most important. Trainers learn about future skill requirements
through their association with various business and industry associations, government, as
well astheir own network. Working closely with their entrepreneurs, trainers have identified
gapsintota quality management (TQM), standards, information technology, and the ability
to use large sets of data. Working with various donor groups, EMPRETEC helpsto
anticipate market demand for certain industries such as construction. EMPRETEC aso
works with the Economic Development Board and the African Center for Human
Development to identify areasin which skills and capacity should be built.

Trainers come from the business world and receive formal training and certification.
Trainers are recruited through direct targeting. Applicants submit their curricula vitae which
are examined by EMPRETEC. Those who pass the first screening are called for an

2 MS| International helped EMPRETEC develop a skill taxonomy for entrepreneurs.
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interview. If they pass the interview, EMPRETEC makes them an offer. Once they accept
the offer, trainers must go through a certification process. Once they have received
certification, they receive a contract. Moreover, most trainers are independent business
consultants who have degrees from the University of Ghanain management, economics, and
finance. Some have been trained abroad, and some have worked for international consulting
companies.

Each year EMPRETEC GHANA conducts a training of trainers which lasts from 2to 3
weeks. Training focuses on communication skills, presentation, and related platform skills.
International experts designed the train the trainers program with funding from USAID.
Some EMPRETEC trainers have been trained at the Entrepreneurship Development Institute
(EDI) in India.

Demonstrate competence as an applicant and as a trainee. Foundation staff underscore that
their method is competency-based. All applicants for training have to go through a selection
process that is done by trainers in collaboration with EMPRETEC management. The
selection process looks for a series of entrepreneuria traits. Furthermore, each training
requires trainees to demonstrate that they have mastered a specific set of skills such as risk
assessment, business planning, and financial accounting. Competencies are quickly revealed
in the performance of the trainees’ own enterprises.

There are 10 competencies which every entrepreneur must have. These are considered the
deliverables and are examined on the business plan which is the guiding document for all
follow-up services. These 10 competencies are grouped in three major categories.
Achievement (opportunity seeking, risk taking, demand for efficiency and quality); Planning
(information seeking, initiative, goal setting, and monitoring); and Empower ment
(independence, self-confidence, networking and persistence). Entrepreneurs must provide
examples of all thesetraits in their business plan.

Open Access

Target individuals who have demonstrated skills for success. The program isaimed at
entrepreneurs or promising professionals who seek to start a small to medium-sized business.
These individuals are typically urban, employed (in the public sector), or self-employed men
(70 percent) and women (approximately 30 percent).

Offer special workshops for women. EMPRETEC' s services are fully accessible to women.
However, they participate at the 30-percent level in part because men dominate certain types
of enterprises such as construction. To boost the number of successful women participants,
EMPRETEC targets certain workshops only for women.

Advertise its program to everyone. EMPRETEC reaches out to individuals through

television, newspaper, and radio advertisements. It is generally accessible to Ghana's urban
populations.
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Portability of Skills

Teach a variety of business skills. EMPRETEC builds entrepreneurial skills, especialy in
management, planning, and finance. They also teach skillsin supervision, negotiation,
teamwork, risk assessment, how to recognize opportunities, networking, commitment, and re-
engineering. Entrepreneurial skills apply in any small or medium-sized enterprise and are
considered portable.

Attend wor kshops, network, upgrade skills continuously. After trainees complete their initial
workshop, they are tracked by EMPRETEC and provided with a series of follow-up and
support measures designed to upgrade their skills and meet the goals devel oped during the
training and set out in the business plans. They aso have opportunities to learn from other
entrepreneurs in follow-up workshops or informally at various networking events.

Continuous I mprovement

EMPRETEC' s programs are evaluated on a wide range of criteria. EMPRETEC uses
annual work plans which benchmark a number of critical indicators, such as results obtained
from outreach, training workshops, and follow-up activities. The work plans are reviewed
each year throughout the technical assistance process by EMPRETEC training staff and
officers, aswell astrainees and, at times, the Ministry of Labor. The result of the review can
change the program’ s strategy and the content of workshops.

Trainers are evaluated after every course by participants and by EMPRETEC, which tracks
their performance with video cameras. EMPRETEC officers and trainers review the videos
together and discuss skills that need improving. EMPRETEC also measures the number of
linkages devel oped between entrepreneurs and large corporations, the success of the
enterprises and entrepreneurs, and the number of joint ventures between Ghanaian and
foreign firms.

Public-Private Partner ships

The employer/entrepreneur investsin EMPRETEC  straining. The entrepreneurs are the
recipients of training from EMPRETEC. Their interest initialy isin obtaining additional
cash for their businesses. Once a diagnosis has been performed, entrepreneurs see that they
can benefit from working with EMPRETEC even though in most cases |oans or cash will not
be made available.

EMPRETEC receives 20 percent of itstotal cost recovery fees from the entrepreneurs it
trains. Moreover, entrepreneurs may pay for additional services not covered under the
subsidized support services. Employers also invest their own time by participating in and
coaching seminars and workshops; they often train new or fledgling entrepreneurs on parts of
their businesses. Several employers mentioned that they have started to conduct their own
in-house training programs at their own expense.
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Sakeholdersinvest or are linked to the programin other ways. EMPRETEC islinked to the
National Employers’ Assaciation, the Chamber of Commerce, and the Association of
Ghanaian Industries as its director serves on the boards of those organizations. However, the
organizations do not appear to invest directly in EMPRETEC. Enterprises contribute
between 12 and 15 percent of EMPRETEC’ s total budget.

The public sector isinvolved on the governing board. The Ministry of Trade and Industry
and the Ministry of Finance sit on EMPRETEC' s governing Council. EMPRETEC works
indirectly with the Ministry of Education and Ministry of Employment. The government also
runs the National Board for Small Scale Investors. Aimed at young people who have no
prior experience and who want to get started as entrepreneurs, this program could serve as a
valuable feeder program for EMPRETEC. It isnot clear, however, that thisis the case.

Sustainable Financing

World donors and stakeholders provide funding, with the goal of eventual self-sufficiency.
Approximately 75 percent of EMPRETEC' s funding comes from a variety of donors,
including the World Bank, European Union, United Nations Development Program, and
Overseas Development Agency. Twenty percent comes from fees for services, and 5 percent
comes from various sponsored activities such as a program conducted for Barclay’s Bank of
Ghana.

The total 1995-1996 annual budget is 1.5 billion Cedis (approx. US$1 million). Total
expenses are 1.2 billion; this leaves operating capital of 288.8 million (approx. US$142,984).
EMPRETEC wants to become fully self-financed and sustainable so that it will no longer
need to depend on donor support. To become self-sufficient within 5 years, however, the
organization is embarking on a program to aggressively educate their member entrepreneurs
so as to raise their income sufficiently to be able to pay the full costs of EMPRETEC's
services. Since EMPRETEC has become an independent nongovernmental organization
(NGO), it has had to meet the financing requirements of five major world donors. Thisisno
easy task, because of the different financial reporting requirements. On the other hand,
because EMPRETEC still depends on donors for 75 to 80 percent of its funding base, it is not
likely to be able to quickly adjust should that support cease without a sufficiently long
transition period.

EMPRETEC invests on average US$15 for each participant per day. The average length of
support per individual totals to approximately 15 days over the course of the year.
Approximately 20 percent of EMPRETEC' s budget is paid by its stakeholders, 5 percent
comes from various specia services, and the remainder is funded by foreign donors.
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Replicability

A network of EMPRETEC programs share knowledge and learn from one ancther.
EMPRETEC was started under sponsorship of the United Nations Development Program
(UNDP) in Argentina, Brazil, Chile, and Uruguay before it cameto Africa, whereitis
established in Zimbabwe and Ghana. In Nigeriathe program is being restructured. There are
plans to establish new EMPRETECs in Botswana and South Africa.

Last year, all EMPRETEC programs around the world met in South Americato exchange
information. One of the initiatives resulting from this meeting is the move to develop an
EMPRETEC network to share information and best practice. Within Ghana, regional offices
of the EMPRETEC GHANA Foundation are working with the University of Science and
Technology in Kumasi to develop a course on entrepreneurial management and behavior for
al university students.

Economic and Social | mpact

EMPRETEC builds the private sector through small and medium-sized business
development. Thereislittle debate over the assumption that sustained economic growth
depends on the existence of a private sector. In a country where the private sector had been
destroyed by a previous administration with strong communist leanings, the task of
rebuilding a private sector—although a generation later—must be a top priority. By
developing people who have the capacity to build their own successful businesses,
EMPRETEC is making real headway. By helping to develop successful enterprises so that
they can become small and medium-sized businesses, EMPRETEC is establishing the
beginnings of a customer-supplier network in the formal economy. Just as promising are the
beginning relationships between EMPRETEC client businesses and multinational companies,
that bring with them needed technology, know-how, and capital. If some of the capital,
technology, and know-how are further invested in Ghana, the economy would grow and
produce more revenues that the public sector could use to do needed infrastructure work.

Develop opportunities for women to be entrepreneurs. As EMPRETEC helps women
become successful business owners, the status of women and girls in the society should
improve. At present, there are virtually no opportunities for young women to participate in
the formal economy outside of EMPRETEC and a handful of other programs.

Cost-effectiveness is difficult to determine given double digit inflation rates. According to
interviews with EMPRETEC staff the high inflation rates (between 50 and 60 percent in
1996) make it difficult to gather accurate data on cost-effectiveness of the program. In
addition, when an entrepreneur becomes more skilled in business management, he or she may
be inclined to lay off workers who are not needed as a result of increased efficiencies.
Moreover, the introduction of information and other newer technologies tend to reduce the
demand for labor. However, approximately 90 percent of all the targeted entrepreneurs
complete the training program and stay the course. In 1995, when EMPRETEC measured
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the sales turnover of 35 member companies, sales turnover increased 54 percent in real terms
(discounted for inflation).

Environmental impact is assessed. All the prospective new enterprises must show that their
activities will not have a potentially negative impact on the environment, according to
EMPRETEC literature.

Technology istransferred to small businesses. Trainees get information about how
technology transfer is done through workshops, with consulting services, and in joint
ventures with foreign firms when technology is transferred. There are some small transfers
between the University of Ghana and selected enterprises.

Contact Information

Mr. Alan Kyerematen, Executive Director
EMPRETEC GHANA Foundation

132 Ringway Crescent

Ringway Estates

Accra, Ghana

Phone: 233 21 231 238

FAX: 23321231 239
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AGETIP

REGION: Africa

Republic of Senegal
Agence d’Execution des Travaux d’Interet Public
AGETIP

Case Overview

Although it is one of a handful of politically stable, multiparty democraciesin Africa,
Senegal suffers from poor economic growth, a stagnant per capitaincome, rapid population
growth, high infant mortality rates, and a declining base of natural resources. The nonprofit
agency, Agence d’ Execution des Travaux d' Interet Public (AGETIP) was created in 1989 by
leaders in Senegal and the World Bank to develop a private sector that could provide jobs
for Senegal’ s youth, who are hardest hit by the adverse effects of economic reformsinitiated
by the country’s president, Abdou Diouf.

With support from the World Bank and many other donor organizations outside the United
States, AGETIP uses market incentives such as competition, transparent bidding procedures,
and extensive training to develop a market for training and other services needed to build
essential public sector infrastructure throughout Senegal (roads, canals, schoals, clinics).
“Customers” in this market are the municipalities throughout Senegal who receive extensive
training so that they can make financially sound proposals. “Suppliers,” on the other hand,
are individuals and small enterprises who receive training on how to compete for an award
and run their businesses to meet stringent criteria set out in public bid documents. These
small enterprises employ people in their own communities who receive training to build the
roads, schools, canals, and power lines needed for a market economy. AGETIP coversall of
Senegal. Thisincludes 10 regions, 48 municipalities, and 131 out of 317 rural communities.
AGETIP s headquarters are located in Dakar. It operates three field offices and four local
officesin other regions to have better national coverage.

The main objectives of AGETIP are:

To develop a private sector that is capable of absorbing the country’s high youth
population.

To develop a public and private sector that isindependent from political influence.

To develop amarket for training by providing incentives for both customers and suppliers
of training.

To award training, work, and projects based on competence, not graft.

To deliver services on time and on budget.

To develop transparent bidding procedures.

AGETIPisamarked departure from business as usual in Senegal. Throughout its history,

first as a French colony then during the years following independence in 1960, the
government has been the only major employer in the country. Virtually everyoneis engaged
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in microenterprises to survive. Seventy percent of the country’s population is under the age
of 25, and youth unemployment exceeds 20 percent. With almost all the employed
population in the public sector, how could the country produce the revenues it needed to
solve its problems? Building upon experiences in delegated contract management in France
and Germany, and with the support of President Diouf, Magatte Wade created the
Association with the head of the trade unions in the construction sector, the head of the
employer association, and the president of the Mayors' Association. This group met with
World Bank experts who were interested in trying a strategy of enterprise development that
would focus on workers, instead of machine tools, whenever and wherever possible.

Instead of trying to deal with the civil servants within the government who were likely to
resist the development of transparent policies and procedures, the president authorized the
formation of a nongovernmental organization (NGO). By spelling out its requirements for
bidding, execution, and follow-up of proposed public works projects, AGETIP promotes the
development of a competitive market where small and medium-sized enterprises compete for
the awards, following recognized public procurement procedures. AGETIP continues to
produce results despite a dramatic devaluation of Senegal’s currency in 1994.

A unique feature of AGETIP isits reliance on market mechanisms such as competition,
information, transparency, and timely response to create a private sector in a country where
none had been present. AGETIP does not define which projects and related training should
be developed. As“owners’ of the infrastructure, municipalities have to request support for
the project through their elected mayors. AGETIP uses the principle of “Maitre/Maitrise
d’Ouvrage Deleguee,” where Maitre/Maitrise is the owner (the municipality) and Ouvrage is
the entity or public work in question. Because the municipality does not have the fundsin its
budget it delegates its power to AGETIP to contract the work. Once the project has been
reviewed and approved, AGETIP signs a contract with the municipality/beneficiary. The
contract spells out al the details of the processes associated with the bidding, execution, and
follow-up of the project. Thetechnical part is managed by a chief of the Workswho is
usually a qualified engineer, architect, or special consultant retained by AGETIP. To date,
AGETIP has a database of some 200 technical experts and firms.

The program attacks al dimensions of public procurement and training. For example, before
bids can be put forth, a contract law has to be written and passed, and would-be bidders have
to be trained on how to respond to RFPs and how to run a project on time, on budget, and,
hopefully, with a profit. Mayors and their municipalities, which have to compete for funds
for their infrastructure projects, must be trained to learn how to prioritize between competing
demands for a school, aroad, or a power line. Workers have to be hired to build the projects
to specifications. Trainers have to be found to train workers, and entrepreneurs have to be
hired through the same open bidding procedures.

To date, AGETIP has produced such significant results that it is being replicated in 9 other
African countries. For details, please see the section on Economic and Social Impact.
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Why This Case Was Selected
AGETIP was selected for its:

Whole systems approach, combining private sector development with the development of
amarket for training.

Emphasis on transparency, political independence, economic efficiency, and impartiality.
Results and the degree to which AGETIP has been replicated in other African nations.
Use of incentives to develop atransparent public and private bidding system.

Emphasis on providing long and short term strategies for training and employing the
country’s poor youth.

Focus on deliverables.

Background

More than half of Senegal’s population of 9 million (July 1995) is under the age of 25.
Seventy-seven percent of the population lives on subsistence farming; only 175,000, or less
than 2 percent earn wages. With a population growth rate of 3.12 percent (1995) the country
will only experience increasing pressure from young people who need to find away to
survive. Developing a strong private sector isimportant for continued democratic process
and economic growth. Education is another urgent priority, as only 37 percent of males are
literate and even fewer (18 percent) of females can read and write. 1n 1994, Senegal
embarked on its most concerted structural adjustment effort yet to exploit the 50-percent
devaluation of the currencies of the 14 Francophone African nations. After years of foot
dragging, the government passed aliberalized labor code which should help lower the cost of
labor and improve the manufacturing sector’s competitiveness. Inroads have aso been made
in closing tax loopholes and eliminating monopoly power in several sectors. At the same
time the government is holding the line on current fiscal expenditure under the watchful eyes
of international organizations on which it depends for substantial support.*

Until AGETIP, construction projects were awarded by a government ministry that based its
awards on personal relationships. Contractors routinely inflated their prices to compensate
for anticipated late payments and inflation. There were no bidding procedures and no laws to
govern contracts. The public sector attempted to employ as many as possible, with every
new hire decreasing the tax revenue that would have been generated had that individual been
productively employed in the private sector. Recent newspaper articlesin Senegal call for
“AGETIPing” other government services. In the meantime, the program is being replicated
in a number of other African countries, including Benin, Besao, Burkina, Faso, Gambia,
Madagascar, and Niger.

L eader ship and Accountability

1 CIA World Factbook, World Wide Web, 1995.
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AGETIP leads the way toward building a transparent and fair private sector. AGETIPis
committed to building fair, transparent, and efficient public and private sectors. In Senegal,
asin many other developing countries, contractors generally increased their pricesto cover
costs associated with corruption, delay of payment, and inflation. Instead, AGETIP would
use the principles of transparency, honesty, impartiaity and fairness to govern al its actions.
AGETIP s management reflects its adherence to its own values:. its Board includes its major
stakeholders who, together with world donors, hold the organization’ s general manager
accountable for executing the action plan over a 3-year period. The general manager issues
an activity report to the government, the donors, and the Board every 2 months. Every 6
months AGETIP must be audited by an external independent auditor. The agency isalso
required to conduct impact studies on various economic and social features of its programs.
Unlike the public sector treasury, the manager of AGETIP works with a bank account open to
public scrutiny. The agency is aso required to have detailed policy and procedure manuals.
These manuals prescribe how municipalities or NGOs should submit proposals, how bidding
should be done, and how AGETIP delivers payments. All the processes are structured to
ensure financial control and accountability.

AGETIP is accountable to many others. A number of governance structures hold AGETIP
accountable to its promises. These include the Board of Directors, which consists of
municipalities, trade unions, mayors, and an association of employers. World donors hold
AGETIP accountable as well.

AGETIP uses the following strategiesin order to build a private sector:

Create an autonomous agency outside the government to develop transparent policies and
procedures to manage and supervise public works projects which stimulate the
development of private enterprises and local employment.

Build the capacity of small to medium-sized firmsto compete for public sector project
awards by first helping the municipality (customer) prioritize its demands. Given
multiple demands for roads, schools, health centers, power lines, or a basic geographic
survey, municipalities need to learn how to prioritize their needs. AGETIP developed its
training program for municipalities by surveying 48 mayors throughout the country to
determine their needs for training.

Build the capacity of municipalities to prioritize their multiple demands for public works
by surveying mayors in the country’s 48 municipalities. AGETIP was able to spot in
what areas municipalities required help in learning how to prioritize their needs among
items such as aroad, a health center, or abasic physical survey.

Increase the capacity of the consultants/experts to do feasibility studies. AGETIP does
this by training would-be consultants on how to conduct feasibility studies.

Increase the capacity of the contractors/enterprises that have to deliver the project.
AGETIP conducted a detailed survey as most of Senegal’s small and medium-sized
enterprises (one to five employees) do not know how to plan, execute, and manage a
project within the constraints posed in the contract and bid documents. Contractors are
trained on how to read bid documents, price them, read maps and surveys, and do
effective planning and accounting. They are also trained to respect legal requirements
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such as social security. Because most contractors have worked only in the informal

sector this process is new to them.

Build a core group of trained workers by training trainers who in turn will train the people
that do the actual construction work. AGETIP issues a document specifying the type of
training required. Working with NGOs in the community, AGETIP identifies people
with basic construction skill and trains them to train others. AGETIP aso uses the local
construction trades training school, an electronics center run by the Japanese, the
university, and others.

Demand Driven Design

Using competition to stimulate demand for training. AGETIP, through its bid awards and
management processes, promotes competition among private sector firms which now
constitute a market for services, including training, that did not exist before. Asaresult,
scarce public resources are used more wisely, and municipalities are developing local
markets for services which in turn attract further investments. For example, by building a
public marketplace for microentrepreneurs hawking on the streets, one municipality is
creating jobs, adding real property to its inventory, and helping to build the skills of its
microentrepreneurs from whom it can now collect revenuesin the form of taxes.

Devel oping the human resources needed for a vibrant construction and training sector.

By providing incentives for trainers to train people on how to compete for bids, AGETIP is
building important human capacity necessary for the development of private sector firms.
Moreover, successful bidders must train their workers to meet the requirements spelled out in
the contract. In thisway, youth who had no opportunity for employment can gain valuable
construction and related skills. For example, in one region, AGETIP worked with alocal
NGO to recruit people who had some basic construction skills and trained them for 2 weeks.
These people, in turn, became trainers for the construction projectsin the region. The two
main training subcontractors, the African Institute for Enterprise Development (ISADE) and
the Consortium d’ Etudes et de Promotion Industrielle e Commercielle (CEPIC) conduct
numerous surveys of employers and do market research for various clients to identify key
areas for development, such as the Port of Senegal. In targeting certain developmental
activities, they are also identifying skills that will be needed.

Identifying what skills are needed in the construction and training sectors. AGETIP finds
out what skills are available in construction and training, and it trains people for basic
technical and for management tasks in those areas.

Trainers aretrained by the “ cascade” method. Typically, in agiven municipality, AGETIP
works with an NGO to identify and then recruit 10 individuals who have some basic
construction-related skills. These 10 individuals are trained for a 2-week period in the field.
Collectively, these individuals become the core group from which trainers are drawn to
provide training in other projects, “cascading” training throughout the country.
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AGETIP focuses on devel oping competencies and meeting deliverables. Building
infrastructure (roads, schools, utility lines) within the specifications listed in the bid
documents represents a set of competencies and is clearly measurable. The contracting
process is based upon continued focus on deliverables. No payment is made until bid
specifications are met; or, until workers have demonstrated the competencies that are
required to meet the specifications. Moreover, various national certification boards certify
the standard of work accomplished by means of technical audits. Skills and knowledge
gained can be verified by the quality of the product.

Open Access

Training poor youth from all ethnic and language groups for employment in building
infrastructure. The target population falls between the ages of 17 and 50. However, the bulk
of the target population is young and poor. Each project targets at least 20 percent of the
investment for salaries, which increases the incomes of the people who are doing the work.
AGETIP projectsinclude all ethnic and language groupsin Senegal, and bid documents,
training manuals, and contracts are trandated into local languages.

Traditional divisions of labor make it difficult to target women and girls. AGETIPis
targeting girls and women in rural areas through their literacy programs. In the infrastructure
projects, 98 percent of the participants are men. In the Food for Work/Garbage Collection
project one-third are women. However, except in the Food for Work project, women and
girlsare not involved in the bulk of the construction projects. Thisis due to the traditional
division of labor in Senegalese society.

Portability of Skills

Technical and management skills are portable among firms and regions. Construction skills
tend to be highly portable, and both technical and management skills are taught and learned
in AGETIP sponsored projects. Training subcontractors also teach avariety of teamworking
and related management skills. Skill and training needs are continually evaluated in
conversations between AGETIP, enterprises bidding for work, and training subcontractors.
Especially in cases where big firms are working in consortia with smaller firms, skills are
portable between firms.

Lifelong learning is becoming increasingly attractive. Many Senegalese are attending
private schools to learn language and management skills. AGETIP is considering the
development of afoundation dedicated to the promotion of training and lifelong learning.

Continuous I mprovement

Monitoring and evaluating performance through each step of the process. AGETIP
monitors the performance of its training and other contractors throughout each step of the
process. It starts from qualification procedures for firms and consultants and extends through
bids, procurement, and execution. For example, consider this scenario:
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A contractor comes to AGETIP and obtains legal counseling before signing the contract.
During the legal advice, three things are reviewed: the amount of work, the duration of
work, and the salaries to be paid. Once the contract has been awarded, the contractor is
supervised by a consultant who has a contract to perform the supervision. This
consultant is responsible for daily monitoring of the performance of the contractor. (For
instance, they measure the cubic meters of cement produced in a given number of hours,
utilizing a certain number of employees.) No fees are paid unless requirements spelled
out in the bid documents are met. Before awarding the contract, AGETIP also checks to
make sure the enterprise (contractor) has a bank account and performance bond. Once
the work is completed, contractors are scrutinized to see if they have met al the bidding
requirements. AGETIP also checks to make sure that pricing is within market
boundaries. To do that AGETIP has developed a database of all relevant market prices.
All contracts awarded through AGETIP are tracked with a computerized management
information system (MIS). On ayearly basis, atechnica committee reviewsthe firm's
performance. Based on these results, AGETIP upgrades or downgrades these firms; this
allows them to reconfigure the training program, among other things.

AGETIP does a spot check of training activities in various locations. At the end of each
project, the contractor sends a report of completed training to the consultant in charge. The
consultant/supervisor performs random sampling of the impact of the training based on a
survey of thetrainees. Periodic reviews of al training activities are conducted every 3
months. The factors that are reviewed include:

(a) adegree of interest in the training courses, i.e., how relevant were they, (b) extent of
increase in management skills as demonstrated by performance, and (c) suggestions for
improving technical skills. The result of the review changes the program in that
supervisors list the problems faced by the enterprise and AGETIP adjusts the program
accordingly. AGETIP straining department staff, itstechnical staff, the contracting
training organization, and trainer institution participate in the 3-month reviews. The
engineer or architect is usually the supervisor who evaluates trainers on adaily basis.
They do so by checking the results of the job being performed by the contractor.

External monitoring is conducted every six months. The World Bank Task Management
Office conducts an external review every 6 months.

Public Private Partner ships

Employers gain by participating in AGETIP. For thefirst time and in most cases, enterprise
owners are getting paid on time. Moreover, employers now have increased access to skilled
people and to improving their own management skills. At the sametime, AGETIPisaso
increasing its capacity to do business and make a profit.

Employers are beginning to invest in AGETIP. At the beginning of the program, AGETIP
subsidized 100 percent of training costs. Now, employers pay between 10 and 90 percent of
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the total cost of the training program. For example, if an employer wants to know how to use
computers and is registered in AGETIP' s database, he or she can get some of the training
costs financed. Recently, AGETIP staff conducted a survey and found that most employers
would be willing to pay for more sophisticated training out of their own pockets.

Many stakeholders participate in AGETIP. AGETIP partners with NGOs in the local
communities where it has financed private enterprises to construct schools or other
infrastructure. Often, NGOs are used to supervise local enterprises or people to do the actual
construction work. According to interviews, the partnership between industry or government
is conducted at the national level. However, both government and industry (viathe
association of employers) are represented on AGETIP s Board of Directors.

The public sector as beneficiary and as source of financing. In a sense, the public sector is
the beneficiary of AGETIP swork as the infrastructure that is built benefits all. However,
the public sector aso contributes by financing projects in the amount of 10 percent of total
cost.

Sustainable Financing

AGETIP isfinanced by a consortium of world donors and, increasingly, by its customers.
The approximate cost per individual can be found in the World Bank Appraisal E& T
Annex.?

Donors include the World Bank, the African Development Bank (ADB), the German
Cooperation Agency (KFW), the French Cooperation Agency, the Mission Francaise de
Cooperation, the Japanese Cooperation Agency, the World Food program, the European
Community, the Canadian Cooperation Agency, and the United Nations Devel opment
Program. World donors and government provide 54.3 billion CFA (approx. US 100 million).
AGETIP charges a 5-percent overhead fee for managing its projects to cover operating costs,
which are paid by its customers, the municipalities of Senega which request financing for
projects. Up to an additional 10 percent is paid for project supervision. AGETIP is currently
working with a graduate student at the Massachusetts I nstitute of Technology to develop
various return on investment (ROI) models.

AGETIP helpsto develop long term financial viability. The programisdesignedto beina
position to sustain itself over the long term. For example, as municipalities build
infrastructure and enterprises become profitable, the municipality and national government
will receive additional tax revenues. Thesein turn can be used to finance other AGETIP
projects. However, over the short term, the project depends on outside donors for 90 percent
of itsfunds. Moreover, a number of essential financia instruments have to be developed
before AGETIP can befinancially sustainable. For instance, as yet equity markets do not

% Interviews with project staff refer the reader to The Education and Training Annex attached to the project
report located at the World Bank. Due to limitations of time and space, the information is not included with
this study.
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exist in Senegal. Furthermore, municipalities have no way to retain some of their tax
revenues. Thisis expected to change over the next 10 years as equity markets develop to
fund bond and other issues.

Replicability

AGETIP has been replicated in nine countries during the past seven years. These include
Benin, Besao, Burkina Faso, Gambia, Madagascar, Mali, Mauritania, and Niger. The Congo,
Gabon, and Togo are preparing to start AGETIP, which have been networked by means of
AFRICATIP. Its main objective isto share experiences in training, construction, and
reducing costs.

Economic and Social | mpact
Specific AGETIP results include:

Increased the number of firms that can meet local demand from a few to 1,680, and
identified 260 local consultants.

Reduced cost of construction by 40 percent (increased efficiency).

Provided “transparent” and impartial accessto local enterprises as subcontractors.
Decreased time required for each activity.

Developed a transparent public bidding system.

Developed laws to ensure fairness and transparency, such as the new law in Senegal
which governs bids in the public sector.

Increased access to basic infrastructure in urban and rural areas by building classrooms
and health centers, collecting garbage and paving streets. AGETIP incentives have led to
the construction or rehabilitation of 478,584 sg. meters of buildings.

Constructed or rehabilitated 198 km of roads, 114 km of canals, and 65 km of conduits.
By 1998, AGETIP will have constructed 1,450 classrooms. During 1996-1997, AGETIP
plans to rehabilitate 180 classrooms in different regions of Senegal.

Constructed or rehabilitated 15 libraries.

Constructed six teacher training colleges.

Generated 3,000 permanent jobs and 134,000 temporary jobs.

Generated in salaries 8.2 billion FCFA (equivalent of U.S. $16.5 million) for young
people.

In the Food for Work project, AGETIP “employs’ some 1,500 youth (2/3 male, 1/3
female) to collect household waste, clean streets, and clean the waterways.
Municipalities—AGETIP' s customers—are delivering better projects and prioritizing
their demands.

Bid documents are coming in on time and bids are transparent. They reflect real costing
and correct margins.

More and more firms are executing more than one project. More and more local firms
are winning contracts as prime contractors, not just subcontractors. The average time
required to do one project has decreased, and overall penalties have decreased.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



AGETIP

AGETIP promotes economic growth by developing Senegal’ s human capacity to meet the
skill needs of the private sector. AGETIP promotes economic growth by introducing market
principlesinto a society that has virtually no history of private sector development, except in
the informal sector. Economic growth is also promoted by international linkages between
firms. Wherever possible, AGETIP triesto link small- and medium-sized enterprises with
large multinationals. For example, a Senegal ese who partnered with an international
consortium recently won the award to design and build a university library. Other African
countries are linking with Senegal ese firms in a south-to-south exchange.

Building public sector infrastructure creates jobs and improves the quality of life. Since
1989, some 3,000 new jobs and 134,000 temporary jobs have been created. Some economic
indexes link the improvement of the quality of life to better infrastructure, food security,
improved environment, and higher safety through electrification (street lights).

Environmental impact is assessed in each project. Each project financed through AGETIP
must be accompanied by an environmental impact statement. Thisis done before a project
begins and at the end of each year. AGETIP policy states that if any environmental damage
has been done, it will be compensated. For example, for each tree destroyed, another tree
will be planted.

Technology transfer occurs through linkages with post-secondary institutions and
international firms. AGETIP triesto make matches between local small enterprises and
international firmsto promote the transfer of technology. One such example is the award
AGETIP issued to a Senegal ese architect who, in a consortium with alarge Canadian
architectural firm, won the bid for designing and building a university library. University or
polytechnic engineering students sometimes participate on such projects to fulfill their
practical experience requirements.

Contact Information

Mr. Magatte Wade

Director General, AGETIP

Bd Djilly Mbaye x Beranger Feraud
P.P. 143- DAKAR Senegal

Phone: 221-23 46 40

FAX: 221210478
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REGION: Africa

South Africa
Western Cape Workers College

Case Overview

The Western Cape Workers College at the University of the Western Cape trains union
workers in vocational /technical, leadership, communication, and organizational skills. Inthe
mid-1980s, the Congress of South African Trade Unions (COSATU) and the University of
the Western Cape (UWC) identified a need for education and training of the workersin
South Africa. Creating a program to fill this need was in line with the mission of the
university to make education accessible to the disadvantaged communities of South Africa
and the working class, the population segment from which the university draws the majority
of its students. COSATU and the UWC conducted a feasibility study in 1987, the results of
which showed both resources and need and verified that a training and education project for
workers would find an audience. After the feasibility study, COSATU agreed that the project
should be inclusive of all unions.

Out of the feasibility study grew a plan for a workers college, which was opened at UWC in
1991. At that time, race polarization and discrimination practices were at an al-time high in
South Africa. Trade unions were the political vehicles through which the large
disenfranchised population could mobilize and organize toward political change. Thus,
unions and their programs were unpopular with business and were seen as athreat. The new
Workers College was a milestone in the history of South African education and training
because it was a place where workers and an educational institution took development and
empowerment seriously by serving the interests of workers, who were largely
disenfranchised, as well as the interests of the country. To date, COSATU, the National
Congress of Trade Unions (NACTU), and many independent unions have joined the project.
There are more than 34 trade unions that have as many as 260,000 paid-up members with
more than 5,000 shop stewards.

Primary objectives of the Western Cape Workers College are:

To educate a new generation of leaders in the public and private sector.

To develop particular skills as defined by the needs of the country and the trade union
movement.

To empower male and female workers of all races and locations to take a meaningful and
activerole in their organizations and workplaces.

The Workers College creates and administers a core nine-month program that teaches a mix

of vocational, academic, leadership, and communication skills to blue-collar union workers.
The college also offers short refresher courses to update and add to the skills and knowledge
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base of previous students. The curriculum draws heavily on the experience workers have
gained in the workplace and is modular in design.

Students enrolled in the Workers College are largely from the Western Cape (70 percent), but
the program has drawn students from all over South Africa. The students are predominantly
African and colored workers and members of the trade unions. The breakdown is 75 percent
male and 25 percent female. Students are age 25 and older.

Although no formal evaluation was available, former participants of the College have
improved their skills, life situations, and union effectiveness. Many became political leaders
in local government as aresult of the 1994 and 1996 elections. Otherstook positions as
researchers in education and training, trustees of the College, and key leadersin their
respective unions. The College is seeking accreditation with the National Certification Board
for enhancing further access to education.

Why This Case Was Selected
The Western Cape Workers College was selected for its:

Genesis in the labor movement.

Breakthrough partnership between unions and the university.

Success in undertaking the training and skills improvement of blue-collar workersin the
face of opposition from government and business and in aracially and labor-management
polarized society.

Key role of unions, traditionally a stronghold of workers of color in South Africa, in
shaping the curriculum and ensuring the skills devel oped are portable to other firms and
include organizational skills and leadership.

Inclusive philosophy and practice.

Explicit training connection to increasing democracy-building.

Worker-centered curriculum design.

Background

For hundreds of years, South Africa has been aland of sharp distinctions. Whites and blacks
were kept separate in all spheres of human activity, with coloreds (mixed-race and those of
Asian descent) suspended somewhere in-between. The 1995 CIA Factbook reports that
many of South African whites (only 13 percent of the total population) enjoy incomes,
material possessions, and health and educationa standards equal to those of Western Europe.
However, most nonwhites suffer from the poverty patterns of the Third World, including
unemployment and lack of job skills. The Factbook finds that "economic developments for
the remainder of the 1990s will be driven largely by the new government’ s attempts to
improve the living conditions of blacks, to set the country on an aggressive export-led growth
path, and to cut back the enormous numbers of unemployed." The Western Cape Workers
College is adirect attempt to empower workers of color with the necessary vocational,
technical, leadership, and communications skills that are necessary for South Africato
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achieve economic and socia integration. The economy in recent years has absorbed less than
5 percent of the more than 300,000 workers entering the labor force annually. It is estimated
that the economy must grow 5 to 6 percent each year in real terms alone to absorb all the new
entrants, let alone reduce the accumulated total.> Movi ng non-white South Africansinto this
economy, through the types of training provided at the College, will be key in helping the
nation achieve better economic growth rates.

This history of racial divisions, animosity, repression, and hardship has only recently been
broken. South Africaisasociety deep in transition, building a new nation over the skeletons
of the old. The educational levels of blacks (the majority of the population) are still heavily
affected by past discriminatory and segregation practices, and government policies that
actively kept nonwhites from advancing their skills and economic standing. Before 1990,
state expenditure for each pupil in Rand was R930 for blacks and R3,789 for whites.” Less
than 40 percent of blacks complete elementary school compared with nearly 100 percent for
whites. In the past, trade unions have been influential as a primary vehicle for the struggle
against apartheid. The College directly taps this traditionally strong institution and uses its
membership and administrative structure to support the process of advancing the skill levels
and economic standing of its target population.

L eader ship and Accountability

The Workers College practices an inclusive, class-aware, and worker-centered philosophy.
The college's philosophy deeply resonates with its target population, deepening the
understanding of the working class struggle in society and the responsibility to transform the
South African society. The Workers College also acknowledges that no educational
ingtitution previously existed which dealt with the specific needs of workers and promoted
worker education. To put this philosophy into practice, the commitments of the College
include:

Providing education to workers and their leaders.

Developing sustainable educational practices.

Promoting healthy and critical debate on subjects such as discrimination.

Promoting efficient trade union organizations, structures, practices, and devel opment.

Srategies pursued by The College' s leadership draw on the strengths of partners and
workers. The College draws from its union base in recruitment, curriculum design, training,
and policy strategies. For example, The College:

Works with the participating unions to select the students for training in the development
of ameaningful curriculum.
Allows these trained workers to train and devel op othersin their respective movements.

1 CIA World FactBook, World Wide Web, 1995.
21 rand (R) =100 cents, CIA FactBook, 1995.
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Trains for the development of a core of skilled negotiators, educators, economists, and
legislators who would represent unions in the various spheres of decision making.
Advances the cause of lifelong learning and articulation of training and education within
a human resource policy framework for South Africa.

The principles of transparency, quality, and access guide the administration of the college.
The administrative structure follows a union-based participatory management style.

Financial accountability is given the highest priority. The management team and the Board
of Trustees ensure that principles and practices are upheld. They author monthly reports as
well as ayearly report of the work of the college. Each trade union council reviews and must
accept the reports.

Unions provide vital leadership and political links. Because COSATU and NACTU are
flagship membersin the college and are extremely important and influential South African
organizations, they ensure that the education and training framework embraces lifelong
learning, realizes practice, and harmonizes with new laws, including the National Education
Framework.

Demand-Driven Design

Unions and the university work together to design relevant, flexible, and cutting-edge
training. The trade union and workers are the demand side of this training equation. The
union and the university set curriculum and instruction topics and methods that ensure a mix
of vocational, academic, and softer skills such as leadership and communication in the core
9-month program. The management team and the Board of Trustees meet regularly to
determine the trends in the market and skills in demand by industry. Unions aso helpinthis
process.

Mechanisms ensure that the effect of training one worker spreads out to others. Unions
select participants who often develop educationa programs within their own local union
branches after attending the college. The college also offers short refresher courses that
enable previous participants to return for additional training. These short refresher courses
have become even more important because South Africa's Constitution and labor laws are
changing. These changes demand workshops to inform all union membersin leadership
positions about the effect of these new laws.

Curriculum and training modalities fit trainee needs. The philosophy of the Workers
College is that adults gain experience in their places of work and particular skills further
enhance those experiences, training, and the articulation with the formal educational system.
Thus, the needs and experiences of workers are at the center of the curriculum and the
content of instruction. The modular curriculum that guides their education is based on the
reality of the market, its needs and demands, and external influences such as trade.
Instructors are drawn from practice, industry, and education. Thiscircle is completed when
students, who are all employed, bring their training back to the workplace and the union
meeting, apply it, and share it with others.
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Trainers come from education institutions and from the workplace. Trainers are largely adult
educators within the Unit of Adult and Continuing Education, but the College also draws
from its demand side. Members of the unions with knowledge, but no direct training
experience, undergo atrain-the-trainer program and then are qualified for instruction. In
addition, former students who have demonstrated ability, skills, and educator potential
become trainers.

Open Access

Inclusive philosophy and practice. The South African government classified the University
of the Western Cape as a historically black campus and designated it legally to operate for
particular ethnic and racial groups. The university historically refused such identity and said,
“The Doors of Learning shall be Open.” This long-standing philosophy directed the
collaborative creation of the Workers College and its policy of nondiscrimination and access
to al. To target underrepresented populations, the college has begun three new initiatives:
Rural and Farm Workers, Gender Equality, and Distance L earning.

Reaching out to rural areas. Participants are blue-collar workers drawn from the unions,
which are largely urban based because of the location of industry. However, the college
requests that unions also send rural delegates. This initiative has been successful because
many unions have members from the rural regions, particularly in areas earmarked in the
1980s as decentralized economic units.

Increasing women'’s attendance. Although the trainees are overwhelmingly male (due in part
to the composition of the unionized workforce and in part to a possible bias), the college has
attempted to bring in more women with a new program started in 1996. In the past, although
the college was open to al, problems of selection, distance, transport, and separation from
home interfered with women’ s attendance. The college hopes to remedy these problems
through the new program.

Portability of Skills

ills of many types are taught. The union and the university set curriculum and instruction
topics and methods and ensure a mix of vocational, academic, and softer skills such as
|eadership and communication in the core 9-month program. One of the main goalsis not
only to increase on-the-job skills, but also to help workers acquire leadership,
communication, and organizational skills necessary to move up the ladder and to advance the
union. Many of these skills are generic and applicable to al industries. Part of this generic
skills methodology is dictated by the arrival of participants from awide variety of trade
unions that operate in diverse sectors. The industries represented include health and food
workers, automobile manufacturers, textile workers, printing industry, canning industries,
trades like electricians, etc. Skills are also portable from region to region because so many
industrial sectors are represented and because COSATU and NACTU are national unions.
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Continuous | mprovement

Internal evaluation works both ways. All modules are evaluated by the participants. The
trained groups and participants also make formal presentations to the management team and a
selected group of evaluators about what they have learned from the course materials and how
the materials might be improved. They aso make written reports to their shop stewards
council. Trainers are evaluated by trainees, management team, and their peers during and
after modules, with one of the important criteria being that presenters acknowledge the adult
learners and the wealth of experiences they bring to the program. Often, the college changes
presenters or their course materials based on participant feedback.

Participant progressis tracked throughout the training. Each module contains practical and
experience-oriented projects, assignments, and presentations. Participants are evaluated by
instructors to monitor the development of their skillsin argument and debate as well as
critical thinking and contextual skills development. Instructors also evaluate problem-solving
and communication skills. Evaluative indicators on these softer skills are factors such as:

Ability to cope with the group.

Ability to cope with distance from the home and work.

Ability to takeinitiative.

Ability to bring own experiences and context to the classroom and group sessions.
Ability to cope with tasks as assigned.

Ability to communicate effectively.

Forthcoming diploma accreditation. Asthe next step in improving quality, the college has
created a diplomathat the University of South Africa (UNISA) will accredit, and hopes that
other universities will follow. The trade unions have been the forerunners of the process of
accreditation and articulation of educationa qualifications for further studies.

Public-Private Partner ships

Working to extend a successful “ partial” partnership. This program is a partnership
between the University of the Western Cape (public sector and state funded) and the trade
unions, led by COSATU and NACTU. Currently, employers perceive the college as a threat
because of separation of labor, management, and education. Employers are concerned about
the time away from work to attend the college and its effect on productivity, as well asthe
possible impact of strengthened unions. In addition, few South African employers are
convinced of the benefits of investing in workers without a school-leaving certificate.
However, some employers have recognized the benefits of the college to worker skills and
preparedness. Shell in South Africa has supported the program in the past and some
businesses have held open the worker’s job while he or she attended. At present, although
businessis not a contributor or a major stakeholder in the college, the National Economic
and Democratic Labor and Commerce Initiative (NEDLAC) may help to increase the
participation of business. In addition, circumstances in South Africaare changing. The
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current government supports the college, and the Minister of Justice gave the 1996
commencement address.

Sustainable Financing

Diversified funding. The college isfunded from a variety of sources. Trade unions
contribute through their affiliations fees. Some unions are small while others are large in
membership and financial strength. Participating unions also pay toward their members
course fees. Members who take courses pay part of the course fee.

UWC provides at no cost the infrastructure of administration salaries for two full-time
workers in the college and the payment of lecturer and participant costs. UWC also provides
the physical plant for lectures, workshops, and training.

The biggest single donor is currently the international labor movement, including the
International Federation of Free Trade Unions based in Brussels, Belgium. Computers have
been sponsored by the British Consulate, Canada, and the Netherlands. Currently, the
college is campaigning for financial sustainability and salf-sufficiency. Itisalso
spearheading a campaign for individual contributions to training and devel opment.

Replicability

Organized labor in other countries might try this approach to demonstrate the value of
training to employers. The improvement of worker skills as aresult of college attendance
and the concept of increased worker skills because of training has ignited a union drive for
employer acknowledgment and remuneration for added skills acquired during training in
other programs (not just the college). Workers who move from their respective jobs find that
their added skills make them substantially more marketable. Within South Africa, the
college is being replicated in the Eastern Cape and the modules are in use in other places
without the formal college structure.

Economic and Social I mpact

Creating a cadre of trained workers. Each year since its inception, the program has trained
between 20 and 40 people in its 9-month program and many more in short-term and special
courses. Part of the course includes a major component on the sustainability of the industry,
its practices and its effect on the environment. Case studies from the 1991 participants
revealed that more than 20 percent of them obtained better jobs or increased their chances to
contribute to developmental programs.

Helping build democracy in South Africa. The skills acquired at the college equip
participants to help shape the new South Africa through improved decision making, trends
analysis, and new demands of the marketplace. With unions as the feeder program and an
orientation toward both hard and soft skills, the college is helping change the perception of
blue-collar workers, their capabilities, and their value to the economy.
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The Americas

Cases

Planta Piloto de Procesos Chile Joven, Chile Servicio Nacional de
Industriales Adestramiento en Trabajo
Microbiologicos (PROIMI), Industrial (SENATI), Peru
Argentina

Telecurso 2000, Brazil Zamorano, Honduras Miami-Dade Community

College, United States

Regional Background

Latin America

By many common measures, Latin American and Caribbean (LAC) countries appear to have
made good progress in improving the quality of life and living standards over the last 35
years. Life expectancy between 1960 and 1993 increased from 56 to 69 years, and infant
mortality declined from 105 per 1,000 live birthsto 47. Indicators of adult literacy, school
enrollments, and access to safe drinking water have all improved. Malnourishment among
children has declined (UNDP, 1996; USAID, 1996).

Since the recession of the mid-1980s, the economy has improved significantly. Inflation,
previously expressed in four or even five-digit figures, is now under 100 percent in many
countries. This economic recovery, though still hesitant, has been helped by economic
adjustment programs. These programs have varied greatly from country to country in their
timing, nature, intensity and effects. The region’stotal gross domestic product (GDP)
increased by an average of 3.4 percent ayear during 1991-94. In terms of employment, there
is also some cause for optimism. The number of jobs has been increasing in line with the
expansion of the labor force. In achieving many of these considerable accomplishments the
national government, bilateral donors, and internationa organizations have learned—and are
convinced of—the importance of working with a variety of institutions open to policy change

and assisting countries in the region enhancing indigenous capacity.
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Despite these signs of progress, however, poverty rates remain high. The United Nations
Economic Commission for Latin America and the Caribbean estimates that 196 million
peoplein the LAC region (46 percent of the total population) were living in poverty in 1990,
up from 136 million (41 percent) in 1980 (USAID, 1995). According to the USAID 1996
Congressional Presentation, economic growth and the rate of poverty reduction in the region
remain too slow to meet the 1992 Summit of the Americas’ abjectives of eradicating poverty,
reaching a 100 percent primary school completion rate by 2010, and reducing child mortality
by one-third and maternal mortality by one-half by the year 2000.

During the 1980s, the Caribbean suffered most of the same setbacks as the region as awhole.
But, there are some distinctive features. Caribbean countries generally have much more open
economies, heavily dependent on the export of primary commodities and tourism. Since
1980, the high unemployment rates have persisted despite large-scale emigration, particularly
to North America (World Bank, 1995). International competition is becoming even fiercer in
the traditional primary industries, in light manufacturing and assembly operations, and in
tourism. Therefore, the need to create more training opportunitiesis crucia for the LAC

region.

North America: The United States

The United States has the most powerful, diverse, and technologically advanced economy in
the world, with a per capita GDP of $25,850, one of the largest among major industrial
nations. The economy is market-oriented, with most decisions made by private individuals
and business firms, and with government purchases of goods and services made
predominantly in the marketplace. 1n 1989, the economy enjoyed its seventh successive year
of substantial growth—the longest in peacetime history. The year 1994 witnessed a solid 4
percent gain in real output, alow inflation rate of 2.6 percent, and a drop in unemployment
below 6 percent. Literacy rates and life expectancy continue to be among the highest in the

world.
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Y et, the United States is not without economic and social problems. These problems include
inadeguate investment in economic infrastructure, rapidly rising medical costs, sizable
budget and trade deficits, and a mediocre secondary education for the approximately 50
percent of youth who do not go on to college. These youth, many of whom drop out without
a high school diploma, often take low-skill service sector jobs with little opportunity for
advancement or growth. The current economic issues high on the agenda in the United
States include reducing the budget deficit, revamping the social welfare system to decrease
dependency and increase economic self-sufficiency for beneficiaries (called “workfare”
instead of “welfare”), keeping firms and jobs in the United States that recently have been
moving operations overseas, and providing “safety nets’ for workers who lose their jobs or

arelaid off (including continuing health care coverage beyond employment termination).

Relevance of the Compass to Workforce Development Toolkit to the Region

Along with the significant changes in employment mentioned in the previous section, there
have been important changes in the LAC region in the structure of the workforce. Women's
economic participation is on the rise-in 1980 women comprised 22 percent of the labor
force, but by 1991 this figure had increased to 38 percent. Secondly, the labor forcein Latin
America and the Caribbean is now much better educated. Literacy rates continue to increase;
in 1990, they averaged 85 percent. People are also staying in school, with enrollment rates of
87 percent for primary education, 58 percent for secondary, and 27 percent for tertiary (a
fourfold increase over the past three decades) (Instituto Tercer Mundo, 1995).

Unfortunately, as the quality of the labor force has risen, the quality of the jobs available has
been faling. For instance, the larger private enterprises which tend to use the most skilled
labor now make up asmaller share of non-agricultural employment. Between 1980 and 1990
there was areduction of 5 percent. When these enterprises started shedding workers, some
of the shortfall was made up by the public sector. But the growth in the public sector

employment has also slowed as adjustment programs have required public expenditure cuts,
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particularly in countries such as Argentina, Brazil, Chile, Colombia, Costa Rica, Nicaragua
and Venezuela (World Bank, 1995).

All of theses changes in the structure of the workforce and patterns of economic growth have
derted al the countries of the region to the need for new policies regarding workforce
development. The 1994 Summit of the Americas recognized and affirmed the impact of free
trade and increased economic integration on raising standards of living, improving working
conditions of people in the Americas, and fostering better protection of the environment.
The elected heads of State and Governments of the Americas resolved to begin immediately
to construct the "Free Trade Area of the Americas' (FTAA).

While the development and expansion of sub-regional trade accords demonstrate rapid progress
in lowering trade barriers aswell aslarge gainsin trade, there are aso some painful socid and
economic adjustments which may be associated with entrance into free trade arrangements. For
example, environmenta regulations can either blunt free trade, if inappropriately applied, or
enhance free trade, particularly when associated with economic incentives created through the
development and utilization of pollution prevention technologies. Government decentralization
can improve manageria decisions, increase community participation and ensure better access to

services, particularly for the disadvantaged.

Investing in people by improving their skills through education and training directly supports
these economic integration and expansion objectives. All of the cases selected in thisregion
represent workforce devel opment models whose primary strategies, values, principles, standards
and demand-driven design can teach us valuable lessons in workforce devel opment planning, in
areas such asthe anticipation of future skill requirements, training the trainers, relaing to
regional and/or international demand, and open access to women, the poor and low income
groups. PROIMI, Chile Joven, SENATI, Telecurso 2000, the Zamorano Pan American Schoal,
and Miami-Dade Community College address regional economic issuesincluding high
technology, agriculture, manufacturing, and preparing a diverse group of citizens for emerging

employment skills requirements.
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REGION: The Americas

Argentina
Planta Piloto de Procesos
Industriales Microbiologicos

Case Overview

Planta Piloto de Procesos Industriales Microbiologicos (PROIMI) was founded in 1978 in
northern Argentina (in San Miguel de Tucuman) by Dr. Danley Callieri, an Argentine
scientist. This case represents the upper end of the spectrum in workforce development, as it
enables students and current workers in biotechnology to improve their ability to participate
in more productive work and it advances the country’s abilities to export and increase its
economic growth. PROIMI grew out of an expansion plan developed by Argentina’s Council
for Science and Technology. The plan caled for the nation’ s science and technology
infrastructure, including human resources development, in all the provinces of the country.
At the same time, the Council hoped to decentralize all the science and technology resources
previously concentrated in Buenos Aires. PROIMI emphasi zes |earning-by-doing and hands-
on experience. Thefocusis applied research on scientific issues related to the broad
economic growth of the country (Argentina) and the region (South America). Theinitial
objective was to develop a site outside of Buenos Aires for new industrial processes,
technology transfer as well as a center for human capacity development in the fields of
microbiology and biotechnol ogy.

Now, PROIMI’s main objectives are to:

- Become the main technology transfer center for northern Argentina and Latin America
and serve as a Pan-American training center in the fields of industrial microbiology and
biotechnology.

Raise the skill level of the region’s biotechnical scientists and applied research
community.

Train Ph.D.’sin applied research and devel opment and management, quality assurance
and teamwork.

Increase the economic competitiveness of businesses whose products could benefit from
improved biotechnological processes.

PROIMI has students from all parts of Argentina at the master’s and doctorate level in
microbiology and biotechnology, two fields of study greatly in demand in Argentina and
other Latin American countries. In addition, PROIMI serves a number of professionalsfrom
different countries in the Americas through its continuous training programs. These training
programs focus on the upgrading of trainee skills and bringing up-to-date their knowledge of
high technology instrumentation and management. Thistraining is considered by
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policymakers and experts as necessary to improve competitiveness and make progress toward
resolving issues relating to equitable free trade in the Hemisphere.

Besides the Argentine students, participants from the MERCOSUR Trade Agreement with
countries such as Brazil, Paraguay, and Uruguay, and students from Bolivia, Chile, and
Colombia constitute the enrollment. MERCOSUR is the equivalent of the North American
Free Trade Agreement (NAFTA) for the Southern Cone of the Americas. Itisafreetrade
agreement among the countries of Argentina, Brazil, Paraguay, and Uruguay. Chileis
currently applying for membership. One of the agreements spelled out in MERCOSUR isto
perform cooperative applied research in biotechnology and high technology.

The student population in PROIMI is split 50-50 between males and females. Student range
in age from 20 to 35 years and come from all income levels. To qualify for entrance to
PROIMI, students must demonstrate they have the equivalent of a B.S. degree, although
exceptions are made in cases of students who have extraordinary work experience. All the
trainees receive either partial or full financial aid as many of the courses are subsidized by
the United Nations Educational, Scientific, and Cultural Organization (UNESCO) and the
International Union of Microbiology Associations. PROIMI also trains vaocational high
school students in environmenta microbiology.

PROIMI is not a university and does not confer degrees. PROIMI gives students training
certificates valued in a consortium of universities that includes the University of Tucuman,
which confersthe M.S. and Ph.D. diplomas, two other universities from Uruguay and
Colombia, and various firms. This partnership provides PROIMI with the flexibility to do
curriculum and related activities generally not found in institutions of higher education.
PROIMI aso serves corporations and small and medium-sized enterprises (SMES) by assisting
them to upgrade the skills of their employees. PROIMI trainers put a premium on portable
skills. Besides hands-on training on new instrumentation and technology, trainees receive
training in management, teamwork methodologies and productivity. Hands-ontrainingisa
relatively new phenomenon in Latin America, and PROIMI provides valuable services to the
public and private sectors for quaity control, quality assurance, devel opment of working
protocols, and the devel opment of new technologies and processes. These services are
performed by the trainees under the supervision of PROIMI staff. Whereas this hands-on
experienceis unique for the traineesiit is critical for helping Argentinaand MERCOSUR
countries increase competitiveness and expand infrastructure.

PROIMI is apromising market-driven program that in partnership with various universities,
schools, industries, and international organizations is serving in the broad economic growth
effortsin the region by devel oping aworkforce of talented scientists and technicians to advance
science research and technology.

Since 1981, PROIMI has trained atotal of 600 trainees, by upgrading the knowledge and

skills of techniciansin SMEs and corporations, and of individuals with higher degreesin
advanced and new technologies and by providing them with highly sophisticated skills
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especialy in fermentation, quality control, and genetic engineering. PROIMI has achieved
the following additional results:

Some 118 publications were published in international scientific journals (60 percent of
these publications occurred in the last 5 years).

Nineteen doctoral theses were approved. Seven are currently ongoing.

Two 4-week courses are held each year with approximately 20 students. The short but
intensive course work gives workers a chance to participate.

Why This Case Was Selected
PROIMI was selected for its:

Focus on applied research that directly affects the broad-economic development of the
Argentina and South America.

Focus on skills that will help make the region more competitive in international trade.
Hands-on training in technology and management-related skills.

Partnerships with employers and other countries.

Background

Located in the southern part of South America, Argentinais the second largest country on the
continent after Brazil. With a population of 34.3 million and rich natural resources, Argentina
benefits from a highly literate population (95 percent literacy rate; 96 percent for males and 95
percent for females), an export-oriented agricultural sector (US$15.7 billion in mesat, wheat,
corn and oilseed) and a diversified industrial base (an industria growth rate of 12.5 percent that
accounts for 31 percent of gross domestic product (GDP). Nevertheless, following decades of
mismanagement, statist policies and several years of military dictatorship, the economy in the
late 1980s was plagued with huge externa debts and recurring bouts of hyper-inflation. Elected
in the depths of recession in 1989, President Carlos Menem has implemented a comprehensive
structuring program that shows sign of putting Argentina on a path of stable, sustainable
growth. Argentinas currency hastraded at par with the U.S. dollar since April 1991, and
inflation has fallen to its lowest level in 20 years. Argentines have responded to the relative
price stability by repatriating flight capital and investing in projects such as PROIMI to boost
domestic industry. The economy registered an impressive 6-percent growth in 1994, fueled
largely by inflows of foreign capital and strong domestic consumption spending. The
government’ s mgjor short-term objective isto encourage exports by reducing domestic costs of
production. At the start of 1995, the government had to deal with the spillover from
internationa financial movements associated with the deval uation of the Mexican peso.
Despite average annual 7-percent growth in 1991-1994, unemployment has doubled to 12
percent mainly as aresult of layoffsin the government bureaucracy and in privatized industria
firmsand utilities.*

1 CIA World FactBook, World Wide Web, 1995.
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Much remains to be done in the 1990s, such as dismantling the old statist barriers to growth,
extending recent economic gains and bringing down the rate of unemployment. In thisregard
PROIMI is making an important contribution, taking advantage of Argentina's largest tradition
of internationally recognized scientists and researchers (Argentinais the only Latin American
country with three Nobel Prizesin Science and Medicine).

L eader ship and Accountability

PROIMI is accountable to Argentina s Council for Science and Technology, who each year
assigns different valuesto five key indicators of performance:

number of publications

number of theses published

amount of consultant servicesto industries
amount of external grants received

amount and quality of technology transfer done

arwNPE

Demand-Driven Design

Employers identify high-tech skills they need in their workers. PROIMI is amarket-driven
program that attempts to serve the broad economic growth effortsin the region by developing
aworkforce with the high-tech skills needed to advance science and technology in Argentina
and its neighboring countries. Employers are looking for qualified science and technology
workers and those with the skills for advanced research and development, including those at
the doctorate and masters levels. Employers also identified practical experience as a critical
need, especialy in the areas of industrial microbiology and biotechnology. Many of the
national industries (biotech, lactic, pharmaceutical, and wine) need personnel to perform
quality control and quality assurance procedures on their products. In addition to its regular
courses, PROIMI also offers short courses upon request and designs them to fill the needs of
different employers.

Build skills while helping the economy. PROIMI is assisting Argentina and other countries
of the region to create a workforce equipped with the necessary high-tech skills to promote
research and development on products and nontraditional exports. In addition, PROIMI has
agreements with Fleischmann Colombia and Fleischmann Uruguay for the devel opment of a
genetically improved baking yeast, it has the responsibility to transfer this technigue protocol
to these two enterprises. PROIMI also holds an agreement with Agrimont, an Italian
company from the former Montedison group for the development of a novel process for
acohol production using a microorganism (Zymomonas). Through these business linkages,
PROIMI students are receiving practical and immediately applicable skills and at the same
time producing products in demand.

Work in partnerships to benefit an entire region. PROIMI’ s curriculum designers work

closely with the Science and Technology Board of Argentina, the Council for Science and
Technology of Argentina and with many industries in the region to ground the curriculum in
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skillsthat are in demand and the teaching in practical applications that mimic current wage
work. In addition, they work as atraining center for Centro Argentino Brazilero de
Biotecnol6gia (CABIO), which is part of the bilateral agreement between Argentinaand
Brazil. Under this agreement, funding is available for research projects and training
initiatives in science and technology; these are important for the economic growth of the
different countries of the region. Regarding capacity development, PROIMI focusesits
training activities on essential skills for the advancement of the free trade agreement among
Southern Cone countries.

Open Access

PROIMI serves men and women of all income levels. PROIMI attracts university graduates
so that they can achieve advanced degrees (master’s and doctorates) or upgrade some of their
skills. PROIMI aso provides advanced undergraduate training. Within this student
population, PROIMI is accessible to all income levels because of extensive financial aid, that
is, to Argentines from all provinces, to citizens of other countries with which there are
cooperative agreements, and to women (50 percent of PROIMI students are women). Many
students from other countries come on fellowships paid by their governments or by
international organizations such as the Organization of American States (OAS) and Pan
American Health Organization (PAHO).

Portability of Skills

Provide skills that are needed across an industry. PROIMI courses have an industry focusin
order to train workersin skills applicable to awide variety of workplacesin the industry.
Besides the technical laboratory skillsin the fields of industrial microbiology, environmental
biotechnology, and medical biotechnology, PROIMI students receive training on teamwork
strategies and management. They also train in budget management skills.

Furthermore, because most of the skills focus on quality control, quality assurance, and
industrial fermentations, they are transferable from firm to firm and from region to region.
Because PROIMI receives students from all of Latin America and these students return to
their homelands, training methods and strategies tend to be broad and flexible in away that
alowstheir trainees to receive portable skills. The courses focus on high-tech, hands-on
experience so that trainees can obtain anaytical and manual skills.

Continuous | mprovement

Evaluate the trainees and the trainers on a regular basis. After each course, the trainees
perform an internal evaluation. All the thesis-related projects are evaluated by an internal
committee. Trainers are evauated annually by PROIMI and biannually by the Council for
Science and Technology. There are certificates for short courses and international training
programs. Students who complete the master’s and Ph.D. coursework receive a certificate
from PROIMI. The University of Tucuman confers the degree.
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PROIMI is evaluated annually by a committee of at least six distinguished scientists who are
selected by the Council for Science and Technology from all over the country. Changesin
the curriculum as well as the infrastructure are made according to the evaluation results.

Public-Private Partnerships

Srong partnerships with a variety of stakeholders broaden PROIMI’ s focus. Employers
cooperate in helping to define their needs which determines what skills are taught. They
provide internships for PROIMI trainees and donate equipment. In addition, they pay
consultation fees for technology transfer, development of new technologies and procedures,
quality control, and quality assurance. Some employers and industry become more heavily
involved through cooperative agreements.

Government, industry, education, and nongovernmental organizations (NGOs) have distinct
partnerships with PROIMI. One partnership with the University of Tucuman provides for
joint training and research. PROIMI’ s agreements with the various wine and lactic products
industries center on research and development. PROIMI serves as atraining center for the
Argentina-Brazil bilateral agreement. PROIMI is part of an international network of
microbiology laboratories sponsored by UNESCO and the International Union of
Microbiology Associations. PROIMI has consortiums with four other universitiesin
Argentina and with two more in Colombiaand Uruguay. Links to secondary school through
a consortium with a vocational high school in Tucuman provide training in agricultural
microbiology. The government provides most of the salaries at PROIMI (85 percent) and is
heavily involved in monitoring and administration.

Sustainable Financing

Public and private funding support the program. Fifty-five percent of the funds of the
operational budget come from the Council for Science and Technology (94 percent from
national level, 6 percent from province government), 35 percent from international donors,
and 10 percent from services and fees. International donors include the European Union, the
InterAmerican Development Bank, and the Sweden Cooperative Agency. These funds are
used to finance different projects, equipment, and laboratory materials. Trainees also receive
individual funds for training expenses from their national science and technology councils
and from organizations such as OAS, the United Nations Development Program (UNDP),
and the European Union. In addition, some financing comes from the revenues of consultant
services and technology transfer fees. For each trainee, PROIMI costs approximately
US$12,000 annually for teaching its doctoral students, although thisislargely paid by
fellowships, plus US$3,000 annually for laboratory materials. The four 2-week courses cost
approximately US$2,000 for each student, although students only pay US$200 or not at all
because these programs are fully subsidized by UNESCO and the International Union of
Microbiology Associations.
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Replicability

PROIMI works with other biotech training centers. According to interviews conducted for
this case study, there are similar projectsin other parts of the country as well as similar
biotechnology training centersin Brazil, Chile, Cuba, and Mexico. PROIMI collaborates
with all of them as part of the MERCOSUR free trade agreement and the bilateral economic
agreement between Argentinaand Brazil. Many PROIMI alumni are currently involved in
the design and development of similar training centersin their countries.

Economic and Social | mpact

Simulate economic growth through quality and trade. PROIMI contributes to the economic
growth of northern Argentina and Latin America by helping various manufacturers improve
their products and practices.

Help enterprises become more competitive. By training technicians and Ph.D. candidatesin
the biotech industry, PROIMI adds significant value to the firms and the region’s economy.
Moreover, new products and processes are constantly developed at PROIMI.

Improve standard of living and professional opportunities. PROIMI graduates experience
higher salary levels, more opportunities to travel, and more opportunities to participate in the
industry.

Environmentally friendly projects. Twenty percent of PROIMI projects focus on
bioremediation and wastewater treatments. According to interviews, all their microbiology
and biotechnology projects are environmentally friendly.

Train students with state of the art technology. The fields of genetic engineering,
microbiology, and biochemistry are state of the art. Technology has to be changed or
upgraded constantly to remain state of the art. One hundred percent of the courses provided
at PROIMI are high technology in the fields of industrial microbiology and biotechnology.

Contact Information

Dr. Faustino Sineriz

Director PROIMI

Avenida Belgrano y Pasgje Caseros
Tucuman, Argentina

Phone: 54-81-330744

FAX: 54-81-330087
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Telecurso 2000

REGION: TheAmericas

Republic of Brazil
Telecurso 2000

Case Overview

Telecurso 2000 is atelevision series that presents a set of basic skills, technical skills, and
advanced technical skillstraining courses. Telecurso was created by Fundacdo Roberto
Marinho (FRM), the non-profit arm of Rede Globo, Brazil’ s largest television network and
the fourth largest private television network in the world. FRM undertook the program in
response to business concerns over worker preparedness and an acknowledged lack of basic
and technical skillsin the workforce. Telecurso 2000, on the air since the beginning of 1995,
targets the 50 million Brazilians who dropped out of or never entered Brazil’ s formal
education system. Telecurso hasthree levels. 1° Grau, 2° Grau, and Professional Training
(Curso Profissionalizante). Each level consists of three Fases (phases). Each Faseisa
learning unit that builds basic and technical skills:

1° Grau
1° Fase! Portuguese Language, Mathematics, History
2% Fase! Portuguese Language, Mathematics, English Language
3%Fase: Sciences and Geography

2° Grau
1°%Fase: Portuguese Language, Mathematics, Chemistry
2% Fase! Portuguese Language, Mathematics, Physics, English
3%Fase History, English, Biology, and Geography

Professional Training

1%Fase: (Scope of) Mechanical Processes, Organization of Work, Normalization, Materials,
Reading and Interpretation of Technical Mechanical Drawings, Elements of Machines,
Technical Calculations

2% Fase: Metrics and Measurement, Cleanliness and Safety at Work, Quality, Processes of
Fabrication, Analysis of Materials

3% Fase: Thermal Treatments, Surfaces Treatments, Maintenance, Processes of Fabrication,
Automation

Through this course structure, Telecurso compacts and trandates basic skills into the work
environment, by providing instruction that isimmediately usable and is broad enough for
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general application. It aims to upgrade worker skills through audio, video, and textual
distance learning.

Students can choose any one of three waysto learn in Telecurso. The most innovative oneis
by attending a “telesala,” which is watching the show and doing the accompanying workbook
in specia training rooms with trained monitors. These telesalas are in workplaces (where
employers give time off to attend Telecurso), community centers, churches and evenin
buses, ships, and prisons.

In curriculum and design, Telecurso 2000 is ajoint venture with several partners. FIESP,
CIESP, SESI, SENAI, and IRS."! Telecurso is financed by FRM and the Federation of
Industries of S&o Paulo (FIESP) and supported by the national industrial training system,
SENAI. Telecurso is broadcast every weekday from 6:15 to 7:00 A.M., the time slot right
before the popular “Good Morning Brazil” program and is rebroadcast on educational
networks throughout the day. The telecasts are filmed entirely in workplaces and are
supported by print materials that are widely available in newsstands.

Why This Case Was Selected
Telecurso 2000 was chosen because of its:

Employment of distance learning methods.

Focus on unskilled and semi-skilled workers.

Open access and unique participation structure; multiple entry pointsinto training.
Wide delivery system.

Pedagogical rigor.

Comprehensive partnership with industry as driving force.

Ability to support the worker at many different phases of skill development.

Background

Until about 1960, the Brazilian education system was deficient at every level, from primary
school through university. Higher education was accessible to only the wealthy. The
nationwide literacy rate was only 50 percent and closer to 33 percent in rural areas.’ To
remedy this, the government launched a program to eiminateilliteracy in Brazil by focusing
on teacher training, primary school attendance, and a government adult education initiative.
Today, Brazil's national adult literacy rate is over 80 percent according to the United Nations
Educational, Scientific, and Cultural Organization (UNESCO).

At the university level, competitive entrance examinations and the building of branch
campuses in small communities increased enrollments fivefold during the 1960s. 1n 1972,

LFIESP; Federaco das IndUstrias do Estado de Sao Paulo; CIESP: Commisdo das IndUstrias do Estado de Séo
Paulo; SESI: Servico Social Da Indistria; SENAI: Servico Nacional De Aprendizagem IndUstrial
2 UNESCO

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Telecurso 2000

professors received substantial pay raises which alowed them to concentrate on teaching
instead of taking on extrajobs. By the 1980s, Brazilian university graduates were especially
well trained in scientific and technical skills, and many more graduates were from lower-
income backgrounds.®> However, at the secondary level, graduates and non graduates were
not aswell prepared. Lessthan 40 percent of the relevant age cohort is enrolled in secondary
education and it is widely understood that the quality of the education at this level leaves
much to be desired.” Brazilian industry and employers noted a lack of job and basic skillsin
non-university graduate workers. Telecurso 2000 is one vehicle to redress this skills gap.

L eader ship and Accountability

Heavy involvement of experts and industry in administration. Telecurso has an extensive
governing board made up of key leaders and thinkers with credentialsin education and
training. These board members ensure that the learning is pedagogically sound, appropriate,
and accessible. It also ensures links to the formal education and training system. Many
administrators and board members are world experts, who bring their insight, experiences,
and research on skills trends to the design of Telecurso’s units.

Telecurso's content is defined by an extensive staff of experts under the direction of
representatives from each of the partner organizations and a group of pedagogical
consultants. Each level has a commission of approximately 15 members who come as
expertsin thefield. They strive to ensure the curriculum is flexible, pedagogically rigorous,
focused on practical application of theoretical concepts according to skills trends, open to all,
and linked to the formal education and training system.

Demand-Driven Design

Telecurso’' s design is demand-driven in that it serves the needs of workers and the needs of
employers. Its outstanding features are;

1. Practicality. Telecurso trandates basic skills into the work environment by providing
instruction that is practicable for workers and that follows employers' lead in emerging
skills needs. By filming in workplaces and creating workbook exercises derived directly
from work situations, Telecurso’s skills are applicable from day one in the workplace.
Called “contextualization,” Telecurso pridesitself on putting conceptsinto practical life-
like situations. Telecurso further enhances the appeal of its skills training approach to the
public by pulling in popular actors to star in some episodes.

2. Pedagogical rigor and flexibility. Telecurso is put together by leading expertsin
technical and educational fields. Telecurso focuses on using the practical to illustrate the

® Compton’s Encyclopedia, 1995.

4 Knight, Peter T. “Destined to Learn: Why A Revolution in Learning Will Occur in Brazil, Russia, and South
Africa” A paper presented to the Second International Conference on Distance Education in Russia, 2-5 July
1996, Moscow, Russian Federation. Reproduced by the Electronic Media Center at the World Bank and
available over the World Wide Web at http://gopher.worldbank.org/html/emc/FY 96projects/leapfrog.html

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Telecurso 2000

theoretical while teaching both. The television portion is shot entirely in factories and
workplaces and uses animation. There are no classrooms or traditional teaching shots.
To solve the exercises in the workbooks, the students must use their knowledge and
secondary materials, including journals and books, much as they might haveto in the
workplace. Modules are independent and can be done in whatever order students choose.
In addition, the courses are constructed to teach skills that are applicable to many
industries and include other nontechnical work skills such as quality assurance and work
environment.

3. Convenience and flexibility in participation. Telecursoisaired at a popular viewing time
and repeated often on Brazil’ s largest television network, with many workers watching it
before they leave for work or taping it to watch later. With three ways to participate
ranging in commitment from attending a monitored telesala to watching at home,
Telecurso meets workers at whatever level they are able to commit. Each Grauisa
separate telecast and they run back to back, so workers can join the program at any time
and/or at the specific point where they need to improve their skills. If aworker only
wants to work on his or her basic math skills, the worker can just tune into the telecasts
for the mathematics portion of the first two Fase of the first Grau. Another worker with
different needs can watch the entire Grau the whole way through and then move to the
next one. Y et another worker, perhaps one with better basic skills, need only watch
Curso Profissionalizante. This user-centered and controlled training allows alevel of
customization and flexibility not possible in many programs. In addition, supporting
materials are easily accessed. Tapes of the programs are also sold for asmall fee. The
workbooks that accompany the course are widely available at newspaper stands.

4. Progression of skills development over time. Telecurso’s threelevels (1° Grau, 2° Grau,
and Curso Profissionalizante) are broadcast back-to-back every weekday in 15 minute
time slots. Each Fase takes approximately six months to compl ete and they are rotated
through in order in each Grau. Thefirst two levels are more general subjects such as
mathematics and physics. The third level is more specific to mechanical, machine, and
other skills. Each level has three phases (1 Fase, 2 Fase, and 3 Fase), with different
subjects and increasing levels of difficulty and technical sophistication. These levelsand
subjects alow the student to grow and develop over a period of time. In addition,
Telecurso alows participants to enter the system at different points, corresponding to
their current level of sophistication and their persona goals for skillsimprovement.

5. Linked to formal education and training system. Telecurso participants can earn a
Certificado de Concluséo (somewhat comparable to atrade certification in the United
States) from the state Secretary of Education by fulfilling a series of requirements,
including two exams. In addition, some phases also lead to certificates. Some courses
(such as the current Curso Profissionalizante Fase Mecénica level) are sufficient
preparation for the SENAI (the Brazilian national training system) certification exam for
that technical specialty.
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6. Monitored telesalas link to employers. By having more than 1,500 telesalas, including
300 factories, participate as monitored sites for Telecurso viewing and workbook
completion and involving business in the design and execution of the programming,
Telecurso ensures that what is taught and how it is taught respond to the needs of
business.

Open Access

Because of its delivery medium and instructional design covering varying levels of
education, Telecurso is extremely accessible. Over 70 percent of Brazilian households have
atelevision set and those without one have access to over 1500 telesalas.> Anyone may
watch and participate for free. Rede Globo reaches 99.8 percent of the 4974 Brazilian
municipalities and boasts ratings of 74 percent in prime time, 56 percent in the morning, 59
percent in the afternoon, and 69 percent in the evening.® Using television allows alarge
percentage of the population to access the project, even in the remotest areas. No travel (a
major impediment in many places) is necessary as workers can learn on their own time and
on their own level. The workbookstie to the television series and help to build skills using
exercises, quizzes, and instruction in lessons.

As previously discussed, open access is further enhanced by the multiple entry points
provided by Telecurso’s curriculum and broadcast structure (see “ Demand-Driven Design,”
point 3). In addition, the delivery medium allows workers to choose from a broad range of
participation options in the courses, from heavy, supervised involvement at monitored
locations to unsupervised at home, thus meeting a variety of workers' needs and life
situations. Infact, accessto Telecurso is so open and varied that World Bank visitors even
observed Brazilian sailors aboard ship viewing Telecurso in amonitored telesala.’”

Portability of Skills

Instruction topicsin the 1° Grau and 2° Grau levels range from Math to Portuguese to
English to Geography to Elements of Machinery to Fabrication Processes to Automation to
the Organization of Work to Reading Technical Drawings to Quality Control. They are
broadly applicable across different industries and fit basic skills types of requirements. Curso
Profissionalizante is neverthel ess applicable across al subsectors of the manufacturing
industry, firm to firm and region to region. This portability is central because one of the
major fundersis afederation of industries and wants the curriculum it pays for to have the
widest applicahility to its many different member employers.

Continuous | mprovement

® 1bid.

® RedeGlobo Fact Sheet, available on the World Wide Web at http://www.redeglobo.com.br/redeingl.htm

” From pictures taken by the Electronic Media Center at the World Bank and viewable on the World Wide Web
at http://gopher.worldbank.org/html/emc/FY 96projects/
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Curriculum commissions. At the program level, the Grau-specific commissions of experts
from education, training, and industry that set Telecurso content constantly review and
update course offerings. The involvement of businessin financing and administration leads
to constant updating of instruction to meet emerging skills demands.

Workbooks and certification exams. At the trainee level, the workbook exercises provide the
mechanisms to gauge student progress. Telecurso participants can aso measure their
progress and their level of mastery by fulfilling the testing requirements for the Certificado de
Conclusdo, additional certificates of course participation, or the SENAI certification exam

for a certain technical specialty. Theteaching in Telecurso is revised by industry and
pedagogical experts to keep pace with industry change and the resulting revisionsin
certification exams.

Public-Private Partnerships

Telecurso's extensive partnership at all levels of industry and government and its link to
SENAI, the national training system, is a powerful force behind its acceptance and successin
both communities and by the Brazilian public. The contributions of individual partners
provide the necessary ingredients for aresponsive, flexible, pedagogically rigorous, and
practical program to provide training outside the formal education system. That Telecurso
2000 is funded by an industry federation heavily contributes to its responsivenessto
employer needs. Education and training partners provide pedagogical support and linkages
to formal education and training. The secretariat level of government is aso involved
through awarding Certificado de Conclusdo by the state Secretary of Education. In addition,
some phases aso lead to certificates or SENAI exams for certification.

Business buy-in at the individual firmlevel provides the ideal implementation channel. The
real target location for Telecurso 2000 is not the worker at home, but the worker in industry
through an employer-sponsored telesadla. FRM trains teaching assistants to monitor the
telesalas, administer drills, assist workers, and generally facilitate learning. Hundreds of
factories participate in this manner. The factories do this because the course makes up for
what workers don’t learn in school, it increases the skills of workers they already employ,
and it upgrades the skills of potential workers.

Sustainable Financing

Telecurso 2000 is financed by FIESP and supported by CIESP, SESI, SENAI, IRS, Rede
Globo, and the government (see endnotes for acronyms). FIESP contributes US$43 million
and FRM contributes US$20 million.®

Replicability

8 Knight, Peter.
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Although Telecurso’s overall cost may present a barrier to replication for some, its approach
provides an interesting set of principles and practices worthy of consideration in replication:
the distance delivery system, the practical-theoretical instructional mix delivered through
visual and textual media, the open design, the pedagogical rigor, the unparalleled partner
organizations, the focus on upgrading the skills of al types of workers, and the involvement
of industry. Telecurso is serving as amodel for other countries implementing distance
education and education through electronic media, including South Africaand Russia.’

Economic and Social I mpact

Because Telecurso is by its medium reaching many viewers in many different (and often
informal and unmonitored) settings, one cannot conclusively track participation rates. As of
the end of March 1996 (one year into the program), there were 1,517 organized telesalas with
FRM-trained teaching assistants. The total figure for attendance at these telesalas at that time
was 40,423 students. An additional 575 telesalas serving 14,720 students were scheduled to
begin operation soon with support from the Bradesco Foundation. There is no record of the
number of students studying at home or in informal groups.® According to Claudio de
Moura Castro, Telecurso 2000 pedagogical consultant, the total number of Brazilians
watching Telecurso likely runsin the hundreds of thousands. The seriesiswell known and
followed throughout Brazil.

Telecurso’ s next step in increasing its economic and social impact is to bring Telecurso to the
Internet and establish interactive Internet-based provision of training services.

Contact Information

Claudio de Moura Castro

Chief, Social Programs Division
Inter-American Development Bank
1300 New York Avenue
Washington, DC 20577

Acknowledgments

The author gratefully wishes to acknowledge all of those who made this case
possible. A special thanks goesto Claudio de Moura Castro and Steven J. Coppola.

Primary Author: Cathleen Corbitt

® | bid.
19 bid.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Chile Joven

REGION: The Americas

Republic of Chile
Chile Joven

Case Overview

Chile Joven (The Y outh of Chile) isanationa education and training program that provides
Chilean youth with basic technical and employability skills to help them escape poverty.
Chile Joven was created in 1991 by the Government of Chile with aloan of US$80 million
from the InterAmerican Development Bank (IDB). As Chile's growing economy moved
toward democratic rule under former President Aylwin, the nation’s youth, most of whom are
poor, were becoming increasingly marginalized and dropping out of primary, middle, and
high schools at unacceptable rates. A diagnostic study of primary, middle, and high school
dropout rates as well as poor youth employment rates (10.6 percent in 1995) attributed the
increasing marginalization of youth to their lack of technical and basic educational skills.
These skills would help disadvantaged youth participate in Chile's growing economy.

Chile Joven functions across several Chilean ministries to provide the nation’s young people
with access to entry-level technical skills, training, and job experience. During thefirst five
years of the program, youth in Chile Joven typically spend between one to six months
learning at workplaces, and spend the rest of the time in vocational or technical schools. As
increasing numbers of employers participate in Chile Joven over the next five years, program
designers plan to ingtitute a system by which youth learn at work and in school over a period
of several years, asin Germany’s dual system. (For adetailed description of the dual system,
please refer to the separate case study on the dua system). Alongside the formation of Chile
Joven, the Chilean government developed a national initiative that stimulated demand for
training the already employed through Servicio National de Capacitacion Empleo (SENCE).

Chile Joven's primary objectives are;

To move youth from the marginal sector of the economy to the productive sector.

To build human capacity to overcome poverty, to promote sustainable economic growth,
and to enhance coordination among public and private agencies.

To ensure transparency and coordination among training providers, consumers, trainees,
and the governmental agencies responsible for funding.

To develop a market-driven education and training system in which government acts as
facilitator/broker/co-investor.

Chile Joven is reviewed and controlled by the Chilean Congress and is externally evaluated
by Chilean experts.
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Although Chile Joven was initiated and is managed by experts within the government, it
partners with the private sector to encourage the country’s development of human capital. It
is based on creating incentives for training in support of customers (employers, youth) and
suppliers of training (trainers). Through Chile Joven, aworkforce devel opment system was
created for marginalized youth and displaced women.

As an external investor, the IDB played acrucial role asit required that different ministriesto
be involved in the planning and design, so that they would “own” the program. Since 1991,
an average of 22,000 youth per year have been trained in manufacturing and service sector
workplaces. To date, some 90,000 have completed their training. Between 1992 and 1995,
Chile Joven trained 18 percent of all the unemployed youth between the ages of 18 and 24.

In 1996, an additional 10,000 will be trained. Chile Joven operatesin 13 regions, extending
to al of Chile. It trains men and women of all ages; however, the program focuses on youth
aged 14 to 24.

Although the system faces many challenges as it enters its second 5- year phase, its unique
feature is the use of public funds to create private sector demand for training in the interest of
training providers, employers, and youth. Whereas employers pay a national training tax of 1
percent of payroll for training incumbent workers, Chile Joven is funded by severa ministries
that empower Chile Joven's managers to issue requests for proposals (RFPs) for training.
Anyone may compete to be atrainer. However, each application is carefully scrutinized to
ensure that would-be-trainers have the appropriate experience and have found employers who
are willing partnersin the training. 'Y outh must compete for training places by showing that
they have secured atraining place with a particular employer.

Fifty-eight percent of Chile Joven graduates are now a part of the formal labor market,
compared with a control group participation rate of 35 percent. A 6- to 8-month follow-up
after each course of training documents an almost 2-to-1-ratio. Income of Chile Joven
graduatesis usually 12 percent higher, and graduates are reported to have less difficulty
entering the formal labor market.

Why This Case Was Selected
Chile Joven was selected for its:

Use of government incentives to develop a private-sector market for education and
training of poor youth.

Broad, national scope.

Focus on bringing large numbers of marginalized youth into the labor market.
Ability to demonstrate how a middle income country learned from examplesin many
other highly and less devel oped countries.

Avoidance of exploitation by youth who do not need the program.

Focus on transparency and intragovernmental coordination.

Close tiesto market demands for skill requirements.

Focus on deliverables, placement and graduation rates.
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Developing a virtuous cycle where trainers must keep improving their skills to find work.

Background

With a population of 14 million and a 94-percent literacy rate, Chile appears to have
advanced to a prosperous, essentially free market economy after 16 years of dictatorships.
Although the economy still depends greatly on world copper prices, other Chilean products
are traded on the international market, with exports totaling US$11.5 billion (1994). Life
expectancy is high in Chile (75 years), and the population is growing at 1.5 percent annualy.
Legal frameworks are in place to protect workers, including contract rights, employee rights,
wage and other dispute mechanisms. Despite an unemployment rate of only 6 percent, many
Chileans, particularly young people, live under very poor conditions on the margins of the
economy. School dropout rates are high; only 39 percent of children complete primary
education, 27 percent complete secondary, and 3.9 percent complete post-secondary
education. Under the previous Aylwin administration, when Chile Joven was founded,
spending on socia welfare rose steadily. At the same time business investment, exports, and
consumer spending also grew substantially. Growth in 1991-1994 averaged 6.5 percent
annually, with an estimated 1 million Chileans moving out of poverty.® The new president,
Eduardo Frey, who took office in March 1994, has emphasized socia investment even more,
supporting the further development of the Chile Joven system.

L eader ship and Accountability

Managing youth's expectations for a better economic future by demonstrating open and
transparent access. Aylwin and his administrators developed Chile Joven because they were
concerned about the lack of a system that would help youth build trust in their future and at
the same time reduce high rates of youth unemployment throughout the country’s 13 regions.
A major danger was the potential abuse of the program by youth who were not poor: they
might use the program as a springboard. Instead, the program had to be focused to guarantee
access to youngsters who were disadvantaged. To resolve the trust issue, policymakers
decided to focus on two employment strategies, training and certification. The ideawas to
provide training basic enough to discourage its misuse by those who were already in the labor
market. A separate strategy was developed by SENCE to upgrade the skills of workers
aready employed. With the advent of democracy a new set of expectations had come about,
and Chileans worked to develop a system that could build on and manage these expectations.
Funding from the IDB required Chile to demonstrate transparency and coordination among
al the playersinvolved. Chilean policymakers developed an organizational structure to work
across three government ministries and to hold them accountable for their contribution to the
system. This structure is reflected in organizational charts to show the flow of responsibility.
To ensure transparency in the market, Chile Joven relies on generally accepted bidding
procedures, by which a bid announcement (request for proposal, or RFP) spells out the terms
of the award and criteria for selection of the winning bidder. Potential trainers must submit a
formal proposal which is evaluated against al others. Most important, potential trainers must

1 CIA World FactBook, World Wide Web, 1995.
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demonstrate that they have a“customer” (an employer who iswilling to train youth under the
proposed criteria) for the training award.

Chile Joven' s strategies were developed by learning from a number of developed and less
developed countries. For example, program designers:

Determined the best strategy for Chile, based on benchmarking how other Latin
American countries were introducing youth into the labor market.

Found that other methods were not cost-effective, not tied to demand, and not providing
access for youth in remote areas.

Embarked upon a strategy of stimulating demand for training and promoting the
development of a system of youth apprenticeships. A key theme for the government was
decentralization.

Encouraged competition among trainers to develop courses.

Required trainers and youth to demonstrate they had the full commitment of the
enterprise before they could be considered.

Required employers to provide 3 months of work-based learning opportunities for youth,
who would be supervised by SENCE specialists working in one of the training centers
located in each town throughout the country.

Allow anyone to bid for training funds. However, Chile Joven requires trainers to
demonstrate in their proposals that they have both the capacity to train and customers
(employers) who want the training.

Demand-Driven Design

All the stakeholders gain by participating in Chile Joven. Each stakeholder—employers,
trainers, young persons, and training supervisors in each municipality’ s labor office—gains
by participating in Chile Joven. Employers gain access to training speciaists and to youth
who are paid a stipend by the government. Y outh gain access to marketable skills. Trainers
gain access to funds and incentives to build lasting relationships with employers. Training
supervisors build relationships with employers.

Closing the skills gap from unskilled to participating in the global economy. Although Chile
Joven trains youth for entry-level work at afairly low level of skill, in the second phase of
Chile Joven (1995-2000), an analysis of future skill needs will be conducted. This supports
Chil€e s effort to modernize its industries and training places to prepare youth to participate in
the global economy, according to President Frey.

Providing comprehensive labor market information to youth and their families. The
Ministry of Labor makes available comprehensive information about labor market needs to
each municipality’s placement or labor office. Y outh and their families visit the labor office
to get information about jobs, training, and unemployment help.

Identifying future skill requirements. By linking the training directly to employers, trainers,
the local labor office, and SENCE (the coordinating body of the three ministries), Chile
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Joven can adapt itself quickly to changing demands for skills. For the year 2000, Chile
would like to create 500,000 new jobs. At the same time, Chile wants to increase its exports
from US$9.2 to US$20,000 billion. This effort will require a productivity increase from 2.1
to 3.5 percent. Education and training is considered a key factor in reaching the increased
productivity required.

Requiring trainers to respond to market needs. Trainers have to demonstrate their expertise
on the bid documents and prove they have the support of an employer. Trainers must present
their curriculum vitae, indicating their academic background, their specidty, the type of
activity they are doing now, professional development, teaching experience within the last 5
years, work experience, and any other experience. All the applicants have to fulfill the
requirements stated in the RFP. If, after the first bid, trainers don't demonstrate an
improvement of their training, they are disqualified in that the state will not invest in them
further.

Attempt to control quality of training at workplaces. Training specialists from the municipal
labor office regularly visit workplaces where youths are being trained, and try to make sure
that youths are indeed learning the skills they are supposed to be learning. To date, there
appears to be no curriculum framework, competency lists, or even skill standards used in the
system. Program designers stress that they would like to do a better job of controlling quality
of training experiences at workplaces. In thisthey walk athinline. On the one hand, they
want to keep employers. This means that employers have to see that the training does not
interfere too much with the production process. On the other hand, if youth are only put on
production tasks, they fail to learn the broader skills they need, and do not learn about how
the various tasks in production relate to each other.

Focus on deliverables by tracking specific indicators. In the case of Chile Joven, the
indicators used to track performance and deliverables appear to be the same. Reviewed
periodicaly, the indicators of performance are:

Coverage of the program, at least 80 percent of unemployed youth must be trained.
Work experience, 100 percent of youth have received practical work experience.
Responsiveness of training to the demand, in the proposal the delay between receiving
funding and initiating the training cannot exceed 90 days.

Comparison of training courses offered in the proposal to the ones actually delivered.
Budget, as each trainer is paid on a per-student basis, the trainer and the training center
are effectively penalized for dropouts.

Follow-up on all graduates tracked by the training center.

Follow-up on the relationship between the training centers and enterprises, tracked by
counting how many new training initiatives occurred in agiven time. Supervisors from
SENCE are responsible for the implementation of the program in all the regional offices.

Open Access
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Accessible all disadvantaged youth, including thosein rural areas. Chile Joven works with
Chile' s disadvantaged youth (14 to 24 years old) through three types of programs:
microenterprise development which provides mostly rural youth with technical expertise and
credit support (this program covers approximately 9 percent of the total Chile Joven
population); guaranteed 3 months workplace experience plus 300 hours education and
training; and the dual system program in which a contract guarantees youth a training place
and training wage (40 percent of thiswage is subsidized by the government, 60 percent is
paid by enterprises).

Difficulty in attracting women and girls into non-traditional (manufacturing) occupations.

In most Latin American and other countries, women typically do not enter manufacturing
occupations. It isnot clear that Chile Joven is attempting to change this norm. However,
program designers emphasize that Chile Joven’s programs are accessible to all, provided
applicants meet the most basic requirements. These requirements are distributed by means of
local labor offices in each town throughout Chile. The training center tends to be centrally
located in each town.

Portability of Skills

Chile Joven provides youth with portable skills among firms and regions. Chile Joven
programs emphasi ze workplace skills including technical, vocational, and human interaction,
cultural skills such as punctuality; and communication. The latter are genera skillswhich
are portable. However, arecent evaluation of the system indicates that employers must play
amore active role in helping to define what skills are needed. In this way the program could
do a better job of ensuring the skills acquired in one workplace are indeed portable.
However, athough education is highly valued in Chile, to date no bridging mechanism exists
to help people upgrade their education throughout the life span.

Continuous | mprovement

Chile Joven has completed itsfirst 5-year phase. Anaysis of this phase resulted in
significant changes that will be introduced in the second phase, starting in 1997. The biggest
change can be found in a much broader effort to build a 3-year long dual system of education
and training in school and workplaces along the German model. This endeavor will require
the development of a comprehensive curriculum and the certification of skills, if not skill
standards. (For adetailed discussion of the dual system, please see the case “ Federal
Republic of Germany: The Dual System of Education and Training.”

Public-Private Partner ships

Employers get access to more skilled labor which hel ps them increase the productivity of
their enterprise. Thanks to Chile Joven, employers gain access to additional labor that costs
very little. Furthermore, they get access to awork-site trainer who improves not only the
performance of the trainees but also the productivity of the enterprise. Expanding the
number of employers who participate in Chile Joven is amajor challenge for the second
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phase as there is no culture of social compact among Chilean employers. Policymakers want
to get more employersinvolved to increase the level of social compact.

Employer investment islow, but growing. Employer direct investment in Chile Jovenis
minimal, although employers do invest 1 percent of payroll in atraining tax (for current
workers) and provide tools and training places for youth. To date, the majority of employers
participate in Chile Joven by providing training from 1 to 6 months. As more employers
participate and recognize how participating serves their own interests (fewer errors, higher
quality, profits), they will presumably be willing to extend the training period and invest
more in the process. According to interviews with Chile Joven planners, employers plan to
establish adual system method to learning at work and in school (see the case “ Federa
Republic of Germany: The Dual System of Education and Training”). By the end of the next
5-year period, employers hope that the majority of poor Chilean youth will bein a 3-year
education and training program similar to Germany’s dual system.

Sakeholder partnerships are weak and need to be built. Thereisno tradition of partnership
between employers and government or nongovernment organizations (NGOs). Building this
partnership is one of the mgjor tasks of Chile Joven and its parent organization, SENCE.

Using public sector mechanismsto stimulate and grow private sector investments. The
public sector plays akey rolein Chile Joven. At the helmisthe Ministry of Labor, which
manages SENCE, FOSIS, and the Ministry of Education, each represented by a parall€el
training organization that linksit to the market. The public sector finances Chile Joven by
means of funding trainers, their customer enterprises, and youth with living stipends.

Sustainable Financing

Financing by Chile’'s Ministry of Labor will gradually be replaced by employer investments.
As atransitional measure, Chile Joven is financed entirely by the Ministry of Labor. As
private sector investment becomes more prevalent, employers are recognizing that Chile
Joven saves them recruiting and training costs. According to Chile Joven organizers, the
financing system is slowly being increasingly supported by the private sector. Currently,
approximately US$750 are required to train each individual in Chile Joven. As Chile Joven
moves into the second phase and applies the dual system method, it will require employers to
pick up much of the tab. Financing Chile Joven will likely be modeled after SENCE, a
paralel program for the upgrading of skills of current workers which is financed via a payroll
tax of 1 percent.

Replicability

Both highly developed and less devel oped countries might consider replicating Chile Joven,
as the program is market driven and uses public sector financing as a catalyst to stimulate
demand and supply of training in the market. Replicating Chile Joven was one of the topics
in arecent summit of Human Capacity Development in Tegucigalpa, Honduras (April 1996),
where Chile Joven shared its experience with different foundations and organizations from
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Argentina, Colombia, and Uruguay. Argentina now has a program called Argentina Joven.
Moreover, SENA in Colombiais undergoing strategic planning and communicating with
Chile Joven to learn how to incorporate some of the strategies being used.

Economic and Social | mpact

Chile Joven promotes economic growth in that it moves poor youth on the margins of society
into productive employment. This growth occursin two ways. by increasing the productivity
of theindividual, firm, region, and nation; and by reducing the demand for social safety
supports. Most graduates find entry level jobs after training, allowing them to move from
poverty to productive employment. Twenty-nine percent of Chile Joven graduates go into the
manufacturing sector, which employs 17 percent of the total population. Twenty-two percent
of Chile Joven graduates go into services (25.7 percent of total employment), 18.2 percent go
into commerce (17.9 percent of total employment), and 30.7 percent go into other sectors
(39.3 percent of total employment).

Chile Joven supports the training and education of females for nontraditional occupations.
However, participation of women and girls in nontraditional occupationsisweak, asitisin
most countries, where occupations are stereotyped and reflect uneven distribution. The
distribution between males and femalesin Chile Joven is approximately the same.

Extensive participation by all parts of a society is a key feature of healthy democracies.
Chile Joven contributes to this processin at least three important ways. First, mobilizing and
then moving unskilled youth to where they have marketable skills enables them to participate
in work, to generate tax revenues, and, most important, to have a sense of their value and
statusin society. Second, mobilizing employers to take on the training of youth at their
workplaces both increases employers' participation in the system and brings in important
financial contributions not available to the public sector. Third, although there is no direct
connection between a nation’s income and its system of government, increased economic
participation tends to lead to increased civic responsibility and participation, that is, to
democracy.

Atotal cost of US$750 for each youth leverages a 12 percent increase in income that takes 2
to 3yearsto realize. Fifty-eight percent of Chile Joven graduates are now a part of the
formal labor market, compared with a control group participation rate of 35 percent. A 6- to
8- month follow-up after each course of training documents a2 to 1 ratio.

Approximately 60 percent of the youth completing the program gain employment. The
income of Chile Joven graduates is usually 12 percent higher than nonparticipants’, and
graduates are reported to have less difficulty entering the formal labor market.

Contact Information
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Ms. Nils Pazos Ibarra, Advisor

Organizacion Programa Chile Joven, Servicio Nacional de Capacitacion y Empleo (SENCE)
Huérfanos 1273 Piso 11 Santiago, Chile

Phone: 562 696- 8513

FAX: 562 696-7578
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Zamorano

REGION: The Americas

Republic of Honduras
Escuela Agricola Pan-American
“Zamorano’

Case Overview

L ocated in the countryside about half an hour from Tegucigalpa, Honduras, Zamorano is a
three-year secondary school that offers an additional fourth year of post-secondary studies.
Zamorano is incorporated in the United States. The school prepares some 700 students from
19 Latin American and Caribbean countries and 12 other countries for |eadership positionsin
agriculture, agribusiness, and public policy. The school was started in 1942 by Samuel
Zemuray of the United Fruit Company of Honduras. Zemuray, amajor shareholder of the
United Fruit Company, wanted to pay something back to Honduras for the wealth he had
accumulated in the banana business. He did so by creating an internationally renowned
school at which students could learn skills that would later serve them in their own
communities.

Although the agricultural industry is still largely considered the province of males, 25 percent
of Zamorano's students are female. Zamorano is regarded as a place where women can
excel. Most students start at age 17 or 18; however, they can apply between the ages of 16 to
24. Students come from al ethnic groups and economic backgroundsin Latin America and
the Caribbean. The school’s strong scholarship program entirely supports 30 percent of the
student body with scholarships. Another 30 percent have partial support, often from their
home country, and 40 percent pay full tuition of US$16,000 annually.

While visiting the school one is tempted to think of Zamorano as the “West Point of
Agriculture.” Dressed uniformly in blue work shirts and jeans, all students must go through
the same rigorous schedule and discipline. The daily routine includesrising at 5:00 A.M. and
extinguishing lights by 10:00 p.m. Except for meal breaks and study time, Zamoranos can be
found throughout the day “learning by doing agriculture” in fields, labs, stores, stables,
classrooms, or community development projects. Hands-on modules cover the gamut of the
industry, from beekeeping to genetic research to planting crops which supply the school with
itsmeals. At Zamorano, learning-by-doing occursin teams of six or eight students. They are
coached by an instructor or by a senior student practicing her leadership skills. Classrooms
are led by professors, who usually have Ph.D.sin their fields of study. Interviewswith
graduates indicate that the Zamorano training, though often arduous, provides them with
significant advantage when they enter employment, establish self-employment, or go on to a
4-year university, often in the United States. Graduates state that the habits of mind, hard
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work, and self-discipline they acquire at Zamorano help them throughout their lives.
Zamorano's primary objectives are:

To develop leaders in agriculture throughout Latin America by emphasizing hands-on
experience and strict discipline. Together these build self-confidence and enable the
graduates to demonstrate leadership which stems from their character and their attaining
the necessary skills.

To provide afirst-rate, integrated agricultural education that includes the key elements of
sustainabl e agriculture in the tropics, agribusiness, food technology, natural resources
management, and rural development.

To produce graduates who can appreciate the value of work, and are prepared to continue
learning throughout their professional lives.

To produce alearning experience that is founded upon the principles of Pan-
Americanism, |earning-by-doing, academic excellence, character formation, and
|eadership development.

To enable graduates to advance to universities in the United States and other countries
and to use the entrance regquirements of those institutions as an important benchmark for
the school’ s leadership.

Several factors contribute to the school’ s unique position in Latin America, and perhaps the
world. Students come from al walks of life. Once in the school, they appear to leave their
economic or social status at the door and work side by side with each other in small teams
throughout their education. Students learn by doing, in teams, and gain early experiencein
leading others by example. Students experience the direct consequences of their actions.

If cropsfail or turn out well, they are held responsible except in case of adverse weather
conditions. If their exams reveal that they haven't been studying enough, they must stay on
campus during the weekends until their performancesimprove. At selected times, students
are put in the position of teaching. For example, they work alongside an instructor who
teams with a cooperative of poor women to teach them how to harvest, produce, and then
market loofah sponges for export. Faculty work with agribusinesses or various ministries of
agriculture to help solve complex problems. Often, they involve the studentsin their work.
Students learn how to market the products they have grown at the school, and people come
daily to the school store to buy ice cream, fruits, vegetables, cheese, honey, and other
products. Students may also meet the graduates and other experts who come together for
short courses or conferences in the school’ s Kellog Center. Perhaps the unique feature of
Zamorano is that the school, despite economic and political upheavalsin Honduras and
surrounding central American countries, has managed to grow, prosper, and build up its
endowments so that a significant number of disadvantaged students can participate and find
high-level positions in the countries of their choice.*

Background

! Author’s and Luis Salicrup’ s interviews with Zamorano students and faculty in March 1996.
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Although Zamorano is aregistered corporation in the United States with an officein
Washington, D.C., and with U.S. trustees, it is located in Honduras, one of the poorest
countriesin the Western Hemisphere. Agriculture, the most important sector of the
economy, accounts for 28 percent of the gross domestic product (GDP), employs 62 percent
of the labor force, and produces two-thirds of exports. Productivity remainslow. Many
basic problems hinder the economy, including rapid population growth, high unemployment,
inflation, alack of basic services, alarge and inefficient public sector, and the dependence of
the export sector mostly on coffee and bananas, which are subject to sharp price fluctuations.
A far-reaching reform program, initiated by former President Callgjas in 1990 and scaled
back by President Reina, is beginning to take hold.?

It isinstructive to contrast Zamorano's high environmental standards and practices with those
of the surrounding country. Population and other pressures are causing deforestation, the
result of logging and the clearing of land for agricultural purposes. Land degradation
continues and soil erosion is hastened by uncontrolled development and improper land use
practices such as farming of marginal lands. Mining activities pollute the country’s largest
source of freshwater with heavy metals and several of itsrivers and streams. * Honduras
urban population is expanding with a growth rate of 2.66 percent (1995). Forty-three percent
of the country’s population is under the age of 14.

Why This Case Was Selected
Zamorano was selected because it;

Is ableto develop in its students habits of mind and heart which produce leaders and
which serve them well throughout their lives.

Integrates learning by doing with strict discipline produces highly skilled graduates within
athree year time period.

Demonstrates that it is possible to educate all students—+regardless of economic or social
status-to very high quality standards.

Prepares graduates for self-employment as well as for highly competitive jobsin the
formal sector.

Its students and faculty work with many NGO’ s to train micro-entrepreneurs to produce
better agricultural products throughout Honduras.

During the last 54 years, 3,784 Zamoranos have graduated from the Agronomo
(Agricultura) Program and 453 from the Ingeniero Agronomo (Agricultural Engineering)
Program which was initiated in 1986. They are active in various professions such as
production, marketing, community development, teaching, research, government,
banking, and business. Many ministries of agriculture throughout Latin America are
staffed by Zamorano graduates.

L eader ship and Accountability

2 CIA World FactBook, World Wide Web, 1995.
3 -
Ibid.
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The school is accountable to many stakeholders. Zamorano's faculty and staff hold
themselves responsible for the success of their graduates, which they measure by means of
employer feedback and self-reports of graduates. The school is accountable to a U.S. based
Board of Directors who governs the corporation. Zamorano is also accountableto a
considerable number of donors who support the school’ s programs in a number of ways.
Zamorano is not accountabl e to the government of Honduras or any other government, and
considers thisto be an advantage, given the area s political history.

Demand-Driven Design

Sudents and faculty learn by experiencing market requirements first-hand. Zamorano
modifies and adjusts its programs according to demands in the marketplace. New scientific
and technological developments are used to anticipate the skills that will be required 5 to 10
years in the future and the curriculum is periodically adjusted for suitability. Employers
participate actively in the curriculum review and are increasingly funding the fourth year of
education of students as they see how it benefits them. Zamorano students interact on adaily
basis with the private sector by selling their own products in the school market and working
with local farmers, entrepreneurs, and public policy managers.

Training requirements aretied to the international market. Because Zamoranos come from
different countries and often continue their education at universities, including those in the
United States, there is regular connection with the international education market. Zamorano
students work with traditional export crops and participate in limited export related activities
(okra, flowers, and shrimp). Thereis aso an active in-service training program in farms and
agribusinesses in the United States for the school’ s graduates. Zamorano faculty and
administrators, as well as students, have extensive relationships with the private sector,
governments, and alumni organizations in 20 different countries. There are many requests
for the school’ s graduates, and the relationships with employers provide the school with a
good sense of what skills and knowledge are needed. Various other “customers’ of
Zamorano also help to review the school’ s programs. For example, Zamorano gets many
requests for “extension services.” The private sector also works closely with Zamorano to
improve export capacity and large-scale production.

Faculty, together with employersidentify future skill requirements. Future skills are
identified by Zamorano faculty who aso solicit the advice of employers of graduates. This
occurs by means of formal curriculum reviews every 3 to 4 years and through informal
networks.

Senior Ph.D. faculty teach “ academic” coursework while newer instructors guide students
through the hands-on modules. A large proportion of Zamorano’s faculty is recruited from
former students. Many of the instructors work on avariety of external projects and claim
they fedl pressure from world donors to move beyond the agricultural focus. Academic
faculty generally hold Ph.D.’s, whereas modul e instructors are often graduates of the 3 to 4-
year programs. One instructor stated that approximately 70 percent of his knowledge and
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experience with a specific subject deepens by means of exchanges with the professor heading
that department, 20 percent is acquired from daily readings, and the remaining 10 percent
comes from internal meetings with other instructors.

Theinstructional design includes a focus on competencies while developing students
theoretical knowledge. At Zamorano, students learn in four main environments:

In 2- to 3-week modules with asmall group of students and one instructor.
In academic classrooms.

In laboratories.

In the field.

A key feature of the learning process is the emphasis placed on requiring students to
experience the consequences of their actions. At the beginning of each module, students
discuss the goals of the module with the instructor who hel ps them understand the
deliverables associated with each module. A similar review happens at the end of each
module. Students must demonstrate that they have mastered the skills required in each
module. Because all modules involve hands-on direct work, students experience immediate
feedback as they review their progress daily and weekly with their instructors.

Open Access

Zamorano covers the entire economic and social strata by means of a strong scholarship
program. Students come to Zamorano mainly from 19 Latin American and Caribbean
countries, including Cuba, Haiti, and Jamaica. A few graduates have come from Austria,
Isragl, Italy, Spain, and the United States. Zamorano has a strict nondiscrimination policy.
All ethnic groups existing in the countries it serves are or have been enrolled. Approximately
30 percent of the students are entirely supported by the school’ s endowment, another 30
percent have partial support (often from their home countries), and 40 percent pay full
tuition. Zamorano graduates will go into mid- to top-level positionsin agriculture and often
play an important role in transferring technical expertise. Zamorano reaches out to the rural
poor through various microenterprise development projects carried out by faculty and
students. These are separately financed by donor grants. Zamorano advertises and
administers entrance exams in each country to make sure the school is accessible to the many
regions and ethnic groups found in Latin America.

Zamorano appears to go out of itsway to recruit and enroll female students. Twenty-five
percent of its student body is female; thisis noteworthy in that leadership in the agricultural
industry has largely been the province of males. Oncein Zamorano, female students appear
to do quite well. Often, according to interviews, they fed extra challenged to demonstrate
that they also can do the required work and go out of their way to prove themselves. Ten
percent of the instructors at Zamorano are females, and many of the rural microenterprise
projects are aimed at femal e students.

Portability of Skills
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Leadership, academic and hands-on skills tend to be highly portable. Zamorano places
tremendous emphasis on training youth to be leaders in their careers and professional
endeavors. Thus students gain practice, experience, and the opportunities to demonstrate
skillsin learning how to learn, presentation, teamwork, discipline, planning, prioritizing,
leading people, and thinking independently. Skills acquired at Zamorano are portable across
many different tropical countries and sectors such as banking or enterprise management or
manufacturing. Graduates can also be found in diplomatic or commercia careers. Alumni
report that the discipline they acquired through their Zamorano experience has been
invaluable in any profession.

Lifelong learning habits are developed at Zamorano. Graduates claim they never lose the
habit of learning acquired at Zamorano throughout their lifetime. The Zamorano experience
is purposely designed to “ create habits of mind and heart.” Graduates point out that they
continue learning throughout their lives because of the habits they acquired while at
Zamorano, such as self-discipline, and being responsible for one’ s learning.

By design the school has few, if any links to the public education systems of Honduras or
other Latin American states. Zamorano |eaders believe they must operate independently
from the politics of governments and countries from which the school draws its students.
Other than the links the school has with many U.S. 2- and 4-year colleges, as well as post-
secondary institutions throughout Latin America, there is no formal link with the public
education system.

Continuous | mprovement

Faculty and staff evaluate themselves annually. Zamorano uses exams, direct observation,
quizzes, and faculty meetings to check indicators of student performance. Zamorano faculty
describe themselves as “extremely critical.” Each has an “instructor’ s portfolio.” This
collection is considered the foundation document for the instructor and is used for annual
evaluations when faculty assess their own performance concerning goals achieved, things
done or not done, and missing resources. Two evaluators, one inside and one from outside
the school, evaluate each faculty member. Theindividual being evaluated teams with his
evaluators to set goals for the next year. Next year’'s budget and salary increase are based in
part upon the evaluation. Students can comment on instructors who they feel are not
satisfactory.

External reviews are performed every 4 to 5 years. Externa reviews are done every 4t0 5
years, using a panel of experts who have some knowledge of the school. Acting as friendly
critics, these experts form teams to review each main school division, including financial,
outreach, management, and education. Zamorano is often studied by other groups as well.
Moreover, the school hosts a variety of forums and workshops with foreign governments.

Public-Private Partner ships
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Zamorano creates value for employers who support the school in a variety of ways.
According to school officials, employers think that Zamorano provides them with avaluable
source of professionally trained people, technology transfer and information. In genera their
links with the school are based on their needs. For example, the Association of Livestock
Producers and the Association of Export Businesses work closely with Zamorano faculty and
administration. Employers often use the school as a source of in-service training for their
current workers, for finding promising employees, and often involve severa fourth-year
students in direct work experiences. Employers generaly receive lab and consulting
services, they often help fund the education of students, especialy those in the final year.
Some trustees are also employers.

Sakeholders are directly involved with the school. Zamorano's primary stakeholders are the
employers who employ graduates, donors, and the universities to which graduates transfer
upon completing their studies at Zamorano. The school’ s faculty and administration appear
to have close links to each of those stakeholder groups and works with them to develop to
programs, check progress, and further develop curriculum. Zamorano also works
collaboratively with numerous governments, nongovernment organizations, and enterprises.

The public sector plays a minor role, except for channeling funding. The role of the public
sector is limited for avariety of reasons, including political changes in Honduras and
surrounding countries. Zamorano involves the public sector only through the Ministry of
Agriculture or Education; either entity may approve the use of internal funds for students
from their respective countries. InterAmerican Development Bank (IDB) funding must also
be channeled through the Ministry of Education.

Sustainable Financing

Zamorano is financed from a variety of different sources. The sources include employers
who provide scholarships, professional associations, national foundations, country funds,
private foundations, U.S. funds (Schools And Hospitals Abroad), and from the 40 percent of
students who pay their tuition. Approximately US$16,000 a year is required to educate each
student. Zamorano's expenses break down as follows: 27 percent of the budget is allocated
to education, 16 percent to outreach, 7 percent to student services, 9 percent to
administration, 12 percent to general operations, and 30 percent to production and marketing.

The school has become increasingly flexible with regard to financing. In earlier years,
Zamorano relied heavily on the U.S. government. During the 1980s, tuition accounted for
only 12 percent of the total income. Now it makes up 60 percent. At present, most of the
additional funding comes from local foundations and graduates through alumni contributions.
Zamorano is targeting more employers who are contributing more generously than in the
past. Additional new sources of funding and partnership come from the IDB, World Bank,
CAD Bank, and area foundations. Zamorano has an office in Washington, D.C., and
receives additional funds from the European Union, the German Training Foundation (GZT),
and the Government of France. The Swiss government has supported Zamorano during the
last 18 to 20 years.
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Skillful use of leverage has helped the school attract more funding. According to staff, every
dollar that comes into the school produces an additional $10. For example, Zamorano has
submitted a proposal to aleading foundation to develop a community-based capacity building
program that includes al the community’ s stakeholders (teachers, mayors, producers,
citizens, etc.). This program would likely spin off a number of related projects and bring in
additional revenues.

Sudents help generate revenues. During 1994, students generated 30 percent of Zamorano's
revenues through learning-by-doing and from products sold, products consumed within the
school, and outside services. Quality- and cost-control measures conducted by students are
optimizing revenues generated for self-financing. One of the largest portions of the budget is
production, because most of what students and faculty consume is produced at Zamorano.
Outreach income is provided by means of training, extension, research, consulting, and
publishing activities which are either self-financing or financed through donors. A small
portion of Zamorano'sincome is derived from unrestricted donations.

Cost-effectiveness is determined by indicators of success. Interviews with staff suggest that
they measure cost-effectiveness by:

1. Theupward mobility of students. For example, one youth, who worked as a carpentry
assistant before entering Zamorano, is now an entomologist.

2. Graduation rates. Between 60 and 70 percent of students completed the 3-year program
in the past. In recent years, this number has risen to between 75 and 80 percent. The
fourth- year completion rate is 90 percent.

3. Competition for students from recognized U.S. universities. A number of grads proceed
to universitiesin the United States, including Cornell, Purdue, and Florida State.

4. Jobs. Virtualy al Zamorano grads find jobs despite the depressed market in agriculture.
Many graduates get more than one job offer.

Replicability

It is surprising that Zamorano has never been replicated as the school appears to be an ideal
model for replication, provided the resources can be marshaled. The concept of total
immersion in an industry through learning-by-doing would be useful for imparting expertise
in any industrial sector (hospitality, electronics, health care, financial services, construction)
in which aregion or country wants to develop a competitive advantage. Although itis
difficult to find donors on the scale of the United Fruit Company, or land prices as low as
they were in the 1940s, aschool along the lines of the Zamorano model would likely
demonstrate that it could be highly effective in producing outstanding graduates who emerge
asleadersin their fields. Although the requirements for initial capital and endowment funds
would be considerable, many countries, even those under economic constraints, might create
public-private funding to develop a core capacity of leadersin an promising industry. Unlike
Zamorano, which does not require graduates to return to their home country, a country might
insist that graduates return for a period of time in exchange for receiving educational support.
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Economic and Social | mpact

Leadership and improved agricultural practices promote economic growth. Most
developing countries need to improve their agricultural practices and output to feed their
population and boost their export balances. As highly trained Zamorano graduates fill the
leadership ranks in Latin American and Caribbean countries, their influence should make a
difference to the economies of the countries in which they are working.

Preparing a new generation of men and women leadersin Latin America is part of the
school’smission. Conversations with students and faculty indicate that Zamorano directly
promotes the status of women and girls because in Latin American and Caribbean countries
these members of society generally expect to work in domestic or often low-level service
occupations. Aswomen graduate from Zamorano and take on leadership rolesin the region,
they can become role models that challenge traditional stereotypes.

Participating in Zamorano raises the standard of living of Zamorano graduates. Zamorano
graduates can be found in leadership positions throughout the Latin American region and in
other parts of the world. Many have come from extremely poor backgrounds. Interviews
with students indicate that many would still be doing menial jobs or trying to survive in the
informal sector had it not been for Zamorano.

Sudents and microenter prises working with Zamorano learn how to incorporate practices
that promote a sustainable environment. Zamorano faculty place avery high degree of
emphasis on good and sustainable environmental practices, as well as on using appropriate
technology to protect and improve the environment.

Contact Information

Dr. Miguel Veez, Academic Dean a. I.
Zamorano

Apartado 93

Tegucigalpa, Honduras

Phone: 504 76-6140

FAX: 504 766240
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SENATI

REGION: The Americas

Republic of Peru
SENATI

Case Overview

Servicio Nacional de Adiestramiento en Trabajo Industrial (SENATI) isanational training
system for any Peruvian youth who isinterested in a manufacturing career. SENATI serves
approximately 80,000 youth annually and has trained more than 1 million youth since its
inception in 1961. Although a small number of youth are younger than age 18 and some
adults are older than 24, at least 30 percent of SENATI’ s students are between the ages of 18
and 23. Most of the students are economically disadvantaged. Because the primary thrust of
SENATI isin building manufacturing skills, which are traditionally associated with menin
Peru, women compose only 10 percent of the current student body. However, as SENATI
expands its training to include various service occupations, such as pattern making, baking,
and tailoring, the number of women participantsisincreasing.

SENATI was established by the National Association of Industriesin Limato build capacity
in the manufacturing sector by promoting the development of skilled labor. A law was
passed to frame the relationship between SENATI, the government, and Peru’ s employers,
and a payroll tax was instituted to provide training funds. Thirty-five years and several
administrations later, the tax and training system is still in place, providing training for youth
in all of Peru’s 37 provinces. Peru’s checkered palitical history has |eft its mark on the
national training system, as well as the country’s physical infrastructure. With few
exceptions, equipment and technology no longer match those found in advanced industrial
countries. Despite this, as well as recent administration pressure to eliminate the training tax,
SENATI’ strainers and employers appear committed to keep the system operational.

SENATI’s primary objectives are:

build capacity in the nation’ s manufacturing sector by providing youth with the skills
required to enter various manufacturing occupations

support the development of new businesses by developing a skilled base of workers who
can succeed as entrepreneurs

link employers who have the workplaces for learning practical skills with regional
education and training centers, where youth learn theoretical skills and basic workplace
skills

Several features make SENATI aunique program. Although it closely resembles Germany’s
dual training system about 35 years ago, Peruvian employers have succeeded in adapting the
dual system to their local needs of today. That SENATI survived despite severe political
upheavalsis atestament to the commitment of Peruvian employers, who continue to invest in
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training taxes and apprenti ceship wages at a time when their economy is just beginning to
rebound from years of being virtually closed to the international economy. Employers
commitment can also be seen in the way employersinvest in the careful maintenance of
outdated machinery—for the sole purpose of using it to help train youth who otherwise might
not have any opportunity to work directly with such tools.

SENATI has replicated itself throughout Peru’s 37 provinces which cover vastly different
climatic and economic regions. Moreover, many former SENATI graduates have founded
successful enterprises, and now participate on the organization’s board or committees, which
in turn keep the system functioning. The quality of the training facilitiesis notable.
Classrooms are surrounded by workshops that link education and training. Despite being
somewhat outdated, workshops are staffed, and equipment and tools appear extremely well
maintained. Trainers are both teachers and technicians, and they attain dual certifications
before they can train youth in SENATI workshops or in the workplaces of Peru.

Since 1961, SENATI has trained more than 1 million youth aged 14 to 24. Fourteen alumni
serve on the National Council of Employers. The training tax has survived, thanks to the
insistence of employers, despite pressure from the current administration to eliminate it.

Why This Case Was Selected
SENATI was selected for its:

institutionalization, standardization, and improvement of education and training in
manufacturing throughout Peru

depth, broad coverage, and quality of basic skills training in the manufacturing sector
extensive replication throughout all of Peru’s 37 provinces featuring an enormous variety
of climates and geography

success in adapting the dual system to a different culture and different needs

employer commitment

ability to survive over 35 years despite considerable political and economic pressures
ability to build and maintain an education and training system alongside the formal
education system

Background

Peru’ s economic isolation over the past two decades has left its mark on the country’s
economy aswell ason SENATI. Many Peruvian manufacturers appear to work with
outdated technologies. Much work needs to be done before the physical and information
infrastructure can support the kinds of manufacturing processes found in highly industrialized
countries. Eight million of the country’s 24 million inhabitants are in alabor force that can
be characterized by extensive underemployment and a 15 percent unemployment rate. Since
the election of Alberto Fujimori in 1990, the Peruvian economy has become increasingly
market-oriented, with major privatization completed in 1994 in the mining and
telecommunications industries. In the 1980s the economy suffered from hyper-inflation,
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declining per capita output, and mounting externa debt. Peru was shut off from the
International Monetary Fund (IMF) and World Bank support in the mid-1980s because of its
huge debt arrears. An austerity program implemented shortly after the Fujimori government
took office contributed to athird consecutive yearly contraction of economic activity. This
dlide eventually cameto ahalt. In 1991 output rose 2.4 percent and Lima also obtained a
financial rescue package from multilateral lenders. The government, working with its
lenders, ended its arrearsin 1993. The economy grew at 6 percent in 1993 and 8.6 percent in
1994. till, many Peruvians live under extremely poor conditions. Of the total population,
approximately 92 percent of males can read and write, compared with 74 percent of females.!
For the 58 percent of the population under the age of 25, SENATI is one of the most viable
opportunities to acquire marketabl e skills.

L eader ship and Accountability

SENATI’ sleadership is accountable to employers. Working with employers, SENATI
|leaders have succeeded in:

Passing atraining law which now extends through 1997.

Adapting the dual system of training in which both school and skills development are
housed in 37 specific training centers, one located in each province. To accomplish this
strategy, foreign donors were invited to participate and SENATI has received extensive
support from Germany and Switzerland.

Developing a specific training program for trainers, the Meister schule, imitating the dual
system mode.

Maintaining the highest possible training quality by continually evauating results and
performance of trainers, students, and learning at workplaces.

Demand-Driven Design
SENATI creates value for employers and youth.

1. After afirst-year, training-and-education period in the training center, SENATI youth
perform some productive work at an enterprise 4 days a week and continue to be
educated at the center 1 day aweek. Employers are not required to hire SENATI
graduates upon completion of the dual system program.

2. Youth learn by doing, gaining the theoretical knowledge and applied skills needed for
entering 52 different manufacturing occupations

3. Quality control permeates the system, as the quality of training at workplacesis
monitored by SENATI staff who visit periodically. Furthermore, each training workplace
must have a recognized meister (German for master worker who is also qualified to teach
youth) or certified trainer on site to supervise youth. When SENATI staff come to check,
they typically meet with the student and the meister to discuss the student’ s progress.

4. Efficiency of training keeps down costs.

1 CIA World FactBook, World Wide Web, 1995.
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5. Employers drive and monitor the system by paying for it, participating in a variety of
ways, and monitoring quality.

6. Curriculaarein place and used for each step of the education and training process.

7. Trainers and faculty are carefully selected and participate in quality reviews.

Employers drive the system, and some are linked to international markets. SENATI
employers work closely with SENATI staff to develop curriculum and spell out requirements
for training youth for entry-level work in somewhat skilled positions in the manufacturing
sectors. As Peru begins to modernize its industries, training places will start to provide the
kinds of tools and equipment that will help Peru compete in the global marketplace. Many of
the employers who are members of the Employers’ Board are involved in international trade
either through being part of amultinational or through supplying aforeign firm. However,
many employers are trading only on the Latin American market. SENATI is considering the
development of proposals to other Latin American countries to help finance the training of
youth from abroad. Several employers expressed concern about the need for 1SO 9000
certification. For instance, in the remote jungle area of San Martin, already two employers
have been 1SO certified. Certification is becoming increasingly important for international
competitiveness; it affects the content of training.

SENATI researches and identifies labor market needs and links these to occupational
profiles. SENATI’s national office annualy publishes a report that lists the programs and
specializations at the national level. Regional offices also distribute documents about labor
market needs to the public. Program designerslearn about labor market needs by doing
needs assessments for skills development with employersin their regions and at the national
level. Each assessment is linked to an occupational profile. Program content is designed
based on each occupational profile. Thisisvalidated by representatives from the different
enterprisesin Peru.

Developing national skill standards is challenging in the absence of state-of-the art
technology. SENATI and Peruvian employers are in the process of defining skill standards
for different occupationa profiles. Previous attempts at normalizing occupations throughout
Latin and Central America have failed, therefore Peru is embarking on its own devel opment
of skill standards. The largest gap—according to employers, students, trainers, and teachers,
and SENATI management—is the lack of state-of-the-art technology. Employers appear to be
keenly aware of the need to develop the workforces capacity in the newer technologies
because this directly affects their ability to compete in the market. Consider the lack of
telecommunications infrastructure: Automobile deal erships cannot connect to the

mai ntenance/diagnostic tools available in the original equipment countries and thus cannot
train workers adequately.

Trainers are masterworkers who have been trained to teach. SENATI’strainers are selected
from industry. They hold either university degrees or technical degrees with a minimum of 3
years experience. Theseindividuals are often recruited from among SENATI graduates. Of
the 30 trainers observed, 60 percent were SENATI graduates. Trainers have to take two

technical exams and atheoretical exam related to their specidization. Then they have to take
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apractical test. They also must complete a pedagogica course followed by a personal
interview before they can be selected.

Modular curriculum focuses on competencies and skills students must demonstrate at the
workplace. Modules are used in each training workshop. Students must complete the
modules which include task lists and they must demonstrate their skills at the workplace.

Open Access

SENATI’ starget population includes youth and unemployed adults. SENATI reaches both
urban and rural poor young people between the ages of 18 and 24. SENATI also trains
unemployed individuas, including those who have recently been laid off. The
announcements for applications are publicized in al the major newspapersin every city in
Peru. The objectiveisfor the population as a whole, including the employers and workers, to
gain the information about the different workforce development programs available. Y outh
who decide to apply must bring aletter of support from an enterprise. They must also bring
proof of completion of primary and secondary education, according to the requirements of
the training occupations. Individuals who are currently working must show proof of their
employers support for the training. Entrepreneurs also have access to SENATI, however,
they are required to pay for their training. SENATI aso worksto develop
microentrepreneurs.

Women are underrepresented. Because of SENATI's manufacturing orientation, only 10
percent of the current student body are women. However, as SENATI expandsitstraining
activities to include various service occupations desired by women and girls, the number of
women in the system increases. According to SENATI’ s director, the application
requirements make no distinction between women and men.

Portability of Skills

SENATI provides youth with portable skills among firms and regions, however the system
has not fully integrated the human interaction and related skills required in more
sophisticated workplaces. The basic skills acquired in SENATI can be applied anywhere.
Because the occupational profiles are nationally validated, skills are generally portable
throughout Peru. Y outh who are in the Technica Operators Program receive additional
orientation on communication skills, human behavior, as well as team skills through physical
education and cultural activities. In one other technician career—technical supervisor—
youth receive training in planning and supervision.

Although employers express the need for lifelong learning, it is not yet a part of SENATI.
The absence of a system of lifelong learning is perhaps the weakest area of SENATI. During
afocus group meeting with 16 alumni of SENATI, employers and trainers stated that they
have no way to update and improve their knowledge. They felt that continued learning was
essential for competing in the world market. Total Quality Management (TQM), Re-
engineering, and 1 SO 9000 were cited frequently during this discussion. Although two of the
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aumni had already been successful in getting their enterprises certified for 1SO 9000
standards, they were concerned about the degree of difficulty they experienced in upgrading
their knowledge efficiently.

Thereisvirtually no connection to Peru’s public education system. Due to various structural
problems with the public education system,” SENATI does not connect to the public
education system except when SENATI contracts with the Ministry of Education to train
vocational teachers.

Continuous I mprovement

Quarterly and annual evaluations help drive improvementsin practice. Students are
periodically measured to check their progress. Quarterly and annual evaluations are
conducted in all the 37 centers, using instruments provided by the national office. The
indicators include the number of apprenticeships participating in the different programs, the
number of participants, and the number of instructional hours. The results are compared with
the numbers approved on the annual strategic objectives plan and the operational budget.
Qualitative assessments are done using enterprise managers comments and opinions about
the work of the apprentices and SENATI’ s services to them. SENATI aso conducts a
monthly analysis, comparing the number of participants with the total number of hours of
instruction available. These numbers are sent to the statistical unit of the national office for
analysis and processing. External evaluation occurs indirectly through the alumni who often
hire apprentices and through the 37 regional employer councils as well as the national
council.

Public-Private Partnerships

The public sector’s role is weak, as employers and other stakeholdersinvest in SENATI. At
present (1996), employers pay a payroll tax of 0.75 percent. This has declined from the
original 1.5 percent and is expected to decrease to 0.5 percent by 1999. In addition, each
employer pays a monthly stipend of approximately US$53 to each trainee. The Peruvian
government participates indirectly through collecting the payroll taxes and distributing the
proceeds to SENATI. Furthermore, the Ministry of Education pays SENATI US$30 for each
student in the system.

Sustainable Financing

SENATI isfinanced by employers and by the services SENATI can provide to other client
groups. In addition to financing through payroll taxes, SENATI is also financed through
foreign aid from Belgium, Germany, and Switzerland. The manufacturing industry
contributes 80 percent of the total cost of the SENATI system, and registration fees for small
business and microenterprise contribute 20 percent. To generate additional revenues for the
system, trainers are being motivated to devel op courses that can generate revenues outside

2 author’ sinterviews with SENATI staff, March 1996.
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the dual system. These courses are aimed at various enterprises. SENATI aso receives
funds from the Ministry of Education for teacher training. However, during the time that
Peru’ s economy was closed, international assistance stopped, leaving SENATI with no
apparent means of securing financing for new technology and equipment. Before Peru’s
difficulties, foreign donors contributed virtually all the technology and equipment used in
SENATI’ straining centers. At present, SENATI has difficulty finding the necessary
resources to upgrade its equipment and technologies.

Each stakeholder invests something in the system. Approximately US$1,200 ayear is
required to educate and train each student. Eighty percent of this comes from the enterprise
and 20 percent comes from the Ministry of Education. Students contribute in the form of
lower training wages. Students also invest their time and efforts with no guarantee that
they’ll be hired upon completing training with a particular employer. Employers contribute
through the payroll tax and the presence of a certified trainer on the shop floor. Thistrainer,
is however, a source of productive labor to the employer. The Ministry of Education
contributes US$30 for each student.

Replicability

SENATI replicates, to adegree, the dual system of Germany which has been modeled in a
number of countries around the world. SENATI islinked to and replicates SENAI in Brazil
and SENA in Colombia. In all three cases, the results are considered highly positive.
SENATI isalso training instructors from Balivia, Ecuador, and Paraguay.

Economic and Social | mpact

SENATI promotes economic growth. SENATI creates an opportunity and pathway for
disadvantaged youth throughout Peru to earn their way out of poverty by means of acquiring
skillsthat lead to productive work. Y outh benefit, as do the employers, the various regions,
and the nation.

Increasing numbers of women and girls participate in SENATI. With the growth of the
service sector in Peru, the number of girls and women participating in SENATI continues to
rise. Aswomen and girls participate in the economy through well-paid, productive work,
their status should improve.

Most SENATI graduates establish their own business. Nine out of 12 graduates establish
their own businesses. These former students appear to believe that the training provided by
SENATI provided them with the skills they need to succeed.

Despite some promising examples, lack of up-to-date technology hampers progress,
economic growth, and better environmental practices. Most tools and equipment used in
SENATI are more than 20 years old. Although CID and CAD/CAM are available, there are
only afew such tools. The outdated machinery poses environmental and other problems for
SENATI and the country and makes transfer of technology difficult. However, one example
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reveals the transfer of technology that occurred by means of an agreement between SENATI
and the Ministry of Education; SENATI transferred education technology (both methodol ogy
and workshop practice) to more than 1,000 teachers at the Higher Technical Institutes and
National Vocational Education Centers. Technology transfer was also observed in the case
of amanufacturer of yarn who was training both apprentices and meisters on the newest
machines imported from Italy. Using these machines as models, trainers and students were in
the process of upgrading less-advanced machines obtained from Israel. Another example of
technology transfer is the Internet upgrading and training, with which one of the
manufacturersis assisting SENATI. The goal isto connect al the SENATI centers and the
majority of the manufacturers to the Internet.

Contact Information

Ing. Guillermo Salas Donohue

National Director

Servicio Naciona de Adiestramiento en Trabgjo Industrial (SENATI)
Pan-American Norte Km. 15,200

Lima, Peru

Phone: 51 14 858-454

FAX: 5114 855-888
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Miami-Dade Community College

REGION: The Americas

Miami, Florida
Miami-Dade Community College

Case Overview'

Miami-Dade Community College (MDCC), founded in 1960, is an institution of higher
education which offers more than 145 Associate in Arts, Associate in Science, and certificate
programs at five major campuses and at humerous off-campus centers throughout Dade
County. A uniquely American ingtitution, the community college has experienced
tremendous growth in the United States since World War Il. Florida' s Miami-Dade
Community College is widely recognized in the United States for the way in which it
“provides accessible, affordable, high quality education by keeping the learner’ s needs at the
center of decision making and working in partnership with its dynamic multicultural
community.”?

MDCC's objectives are numerous. It seeksto:

Prepare students to earn a bachelor’ s degre.
Enter the workforce.

Enter a 2-year degree program.

Complete a 2-year degree program.

Reflect the diversity of the community.
Provide opportunities for life-long learning.

Additionally, MDCC builds partnerships with business and industry to promote local
economic development. MDCC is considered outstanding in terms of its linkages with
employers and responsiveness to labor market trends.?

In the fall of 1993, 52,814 students were enrolled in MDCC. Students come to MDCC from
al over theworld. Sixty-one percent of the student population comes for the United States,
of which 99 percent are Florida residents; the rest of the student population comes from Latin
America and the Caribbean, Europe, Africa, Near East, Far East, Canada, and Oceania.*

! Unless otherwise noted, information for this case was drawn from Miami-Dade Community College Fact Book
1994-1995: Miami-Dade Community College, Institutional Research, 1993-1994, and Miami-Dade
Community College Catalog 1995-1996, Vol. XXXI, first printing. Miami-Dade Community College:

Florida.

2 Mission Statement, Miami Dade Community College.

® The Center for Educational Leadership’s Y outh Policy Forum under the direction of Sam Halpern recently
brought together a group of leading U.S. educators and policymakers to study and visit Miami Dade
Community College.

4 Miami-Dade Community College Fact Book 1994-1995. Miami-Dade Community College, Institutional
Research, 1993-1994. p. 16.
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MDCC's student body is ethnically and culturally diverse: 57 percent Hispanic, 21 percent
black non-Hispanic, 19.3 percent white non-Hispanic, and 2.1 percent other. Slightly more
than half the students report English as their native language. More than 90 languages are
represented at MDCC. Fifty-eight percent of the students are women and 42 percent are
men, reflecting the national trend in community college enrollment. The average age of
studentsis 26, and 23 percent are over age 30. Women over the age of 30 compose 15
percent of the student body. Approximately 800 students report having a disability of some
sort, in(él uding learning disabilities and impairmentsin health, hearing, physical, visua, and
speech.

The college uses a number of measures to evaluate its success. These include:

School population reflects the community. The college succeeds in attracting a diverse
student body. Overall, MDCC drew more high school graduates as a proportion of the
graduating class than the statewide average (47 percent versus 33 percent). In addition, 64
percent of al Hispanic high school graduates enrolled at MDCC in 1992-1993.

Serve the underprepared student. MDCC offers college preparatory classes to its students,
two-thirds of which are academically underprepared for college when they enroll. The school
offers tutoring and labs in a number of subjects to make sure that every possible avenue of
assistance is available.

Help students to meet their goals. Students at Miami-Dade expect to graduate with an
associate degree, remain enrolled with a grade point average (GPA) of 2.0 or better (in good
standing), or leave with a GPA of 2.0 or better. Four years after enrolling, 73 percent of the
students had either graduated or remained enrolled, while 88 percent had either graduated,
were enrolled in good standing, or left in good standing.®

Prepare students to enter the workforce. Traditionally, students seeking to enter the
workforce upon completion of their community college education choose to earn an associate
in science (A.S.) degree. Seventy-three percent of Miami-Dade' s A.S. graduatesin 1991-
1992 found jobsin professions related to their degrees, which is similar to the rate of all
Florida community colleges (74 percent). Only 18 percent of the A.S. graduates immediately
continued their education.” For students who enter the workforce and take state licensure
exams, MDCC exceeds state passing rates in paramedic, emergency medical technician, and
firefighter. MDCC's passrates are similar to state pass rates for Dental Hygienist. College
pass rates fall below those for the state in exams for physical therapist assistant, registered
nurse and respiratory care technician.

®Ibid., p. 17-20.
®Ibid.,. p. 32.
" Ibid., p. 35. Theremaining 9 percent of A.S. graduates are not accounted for in the data presented.
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Prepare students to earn a baccalaureate. Students who earn an associate in arts (A.A.)
degree at acommunity college tend to pursue a baccal aureate degree upon graduating. In
1991-1992, 84 percent of A.A. graduates continued in the Florida public education system
whereas 16 percent worked in the field (and possibly also enrolled in private institutions).®

The college has achieved national recognition in the last 10 years. In 1993, it was the first
recipient of the annual Theodore M. Hesburgh Award for Faculty Development to Enhance
Undergraduate Teaching, based on the college's Teaching/Learning Project. The other
ingtitutions which received certificates of excellence were al 4-year colleges. In 1984, the
school was the first choice by a panel of authorities who voted for the top community
colleges. MDCC became the focus of the resulting book Access and Excellence: The Open-
Door College.

8 |bid., The data do not include information on how many of the students who continued their education in the
Florida education system earned bachelor’ s degrees.
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Why This Case Was Selected
MDCC was selected because it is exemplary in:

Building partnerships with the local business community.

Contributing to economic development by training the workforce for the region’s needs.
Serving avariety of needs for a diverse population.

Fostering lifelong learning in the community.

Encouraging professional development of faculty and staff.

Background

The United States has the most powerful, diverse, and technologically advanced economy in
the world, with a per capita gross domestic product (GDP) of $6.7 trillion (1994)° one of the
largest among major industrial nations. The economy is market-oriented with most decisions
made by private individuals and business firms and with government purchases of goods and
services made predominantly in the marketplace. In 1989, the economy enjoyed its seventh
successive year of substantial growth, the longest in peacetime history. The year 1994
witnessed a solid 4 percent gain in real output, alow inflation rate of 2.6 percent, and a drop
in unemployment below 6 percent. The capture of both chambers of Congress by the
Republicans in the elections of November 1994 could mean substantial changes are likely in
future U.S. economic policy, including changesin the ways the United States will handle its
major economic problemsin 1995-1996. These problems include inadequate investment in
economic infrastructure, rapidly rising medical costs of an aging population, sizable budget
and trade deficits,"® and a mediocre secondary education for the approximately 50 percent of
youth who do not go on to college."* These youth, who often drop out, tend to mill about in
the labor market for a number of years until they decide to go back to school and get the
education needed to improve their lives. At that time, they typicaly turn to community
colleges, at which open enrollment policies and lower cost make it possible for them to
continue their education.

When the Gl bill became law in 1944, the doors of higher education suddenly opened for an
entirely new population. Previously, higher education was for the wealthy, not for sons of
farmers and factory workers. The law provided free college education, including tuition
reimbursement, books, and a monthly allowance, to all veterans who had served 90 days or
morein World War 11. Some veterans chose to attend 4-year colleges, but many more were
seeking career training and were not willing to relocate to attend a school. Thisresulted in a
boon for local junior colleges, which, by the fall of 1946, were filled to capacity. To absorb
the demand for education, new colleges were established, others expanded, etc. Within 3

® The CIA World FactBook, World Wide Web, 1995.
10 | i
Ibid.
™ National Center for Education and the Economy. America's Choice, High Skills or Low Wages? Rochester,
N.Y., 1995.
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years (1944-1947), college enrollment jumped from 251,000 to 500,000. By 1947, three out
of four students were enrolled in public institutions.™

The 2-year college, aready given ajump-start by the returning veterans and the Gl hill, was
pushed further into the limelight when the Truman Commission issued areport on higher
education, which suggested the name change from “junior” college to “community” college.
In 1947, the President’s Commission on Higher Education, an outgrowth of the Truman
Commission, launched a national effort to create 2-year colleges. These ingtitutions were
envisioned to be closely articulated with high schools, offer education through grade 14, and
receive state and federal funding while remaining under local control. Even more important,
anew concept was added to the mission of community colleges: to offer terminal,
semiprofessional programs and to serve the community as a whole, especially the victims of
poverty and racism, those who had previously faced barriers to attaining an education suited
to their interests. This democratization of higher education was driven largely by students,
those who had fought in the war and now had the gift of afree education. Their numbers
simply couldn’t be accommodated by the schools that existed upon their return to the states.™

In 1952, Congress adjusted the Gl bill to extend education benefits to Korean War veterans.
Thiswave of veterans had great impact on enrollments. Within 3 years, student enrollment
increased by 299,000 nationwide. As public college enrollments grew, private college
enrollments declined. In the 1950s, the community college concept aso became global, as 2-
year schools were established in Canada and other regions.™

The third military conflict that affected colleges was the Vietham War. A new enrollment
record in the fall of 1963 had 927,000 students listed nationwide, and by the fall of 1965
enrollment topped 1.3 million. Thistime, enrollment figures were boosted by students
seeking to avoid the draft as well as those wishing to pursue education. By the fall of 1970,
for every private college that had closed, the United States had built one community or junior
college each week for a decade.™

Another significant shift in the growth and development of community colleges occurred in
the 1970s, when colleges began to aggressively add on programs that were for specific
occupations. Thiswas coupled with a growing mission of continuing education and lifelong
learning, offering amyriad of programs and courses to serve the community at large, whether
it be to upgrade skills or for general enrichment. Both of these shifts reflected a new focus
on serving a different “customer” than in the prior years. Earlier, community colleges viewed
themselves as preparing students for further education, and measured their success by how
well they did this. In the‘70s, as more and more students enrolled in occupational programs,
the measure of success became how well the school prepared the student for the workforce.

2 America’s Community College: The First Century. Alan A. Witt, James Wattenberger, James F.
Gollattscheck, and Joseph E. Suppiger. Washington, DC: American Association of Community Colleges.
1994.

2 Ibid.

“ Ibid.

* Ibid.
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The shift resulted in employers perceiving community collegesin anew way and helped pave
the road for developing public-private partnerships between the schools and employers.™

Community colleges become increasingly more important not only to employers, but also to
the adult community. For many, the community college was often the only choice for
learning the skills required to enter the technologically based world of work,*" partly because
of its cost, flexibility, and support systems for the adult learner.

18 | bid.
7| bid.
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L eader ship and Accountability

MDCC is held accountable for its performance on a variety of goals. MDCC is accountable
to Florida s Board of Public Instruction for the following goals: to create effective, student-
centered learning opportunities for college and university transfer, career preparation,
continuing education and personal enrichment; to respond to community needs for an
enlightened citizenry and an educated workforce; to provide accessible educational
opportunities which foster knowledge and skill acquisition, critical thinking, civic
responsibility, and cross-cultural understanding; to reflect the diversity of the larger
community; to cultivate a teaching and learning environment which values individual
contribution and encourages excellence; to promote economic, social, and cultural
partnerships with the community; and to ensure systematic decision making which supports
the college mission.

Create an open, supportive learning environment. The college creates an environment
conducive to teaching and learning, encourages the free interchange of ideas and beliefs;
provides advising and counseling to support the needs of students; expects everyone to
participate actively in the learning process; and emphasi zes communication skills.

Seven values govern the College’ s education philosophy.

Dynamic and responsive: The college encourages and supports creativity and innovation;
responds to the changing educational needs of the community; anticipates the future
needs of the community; and supports faculty and staff development.

Access and quality: The college provides supportive services to assist studentsin
meeting their educational goals; offers students prescriptive learning opportunities;
expects students to meet defined standards; provides a variety of scholarships and
financia aid programs; and structures the admissions process to encourage enrollment.
Diversity: The college respects individuals from a variety of cultural backgrounds;
provides role models; respects and responds to students' different learning styles; and
offersinterdisciplinary educational programs.

Individuality: The college emphasizes honesty and integrity; rewards achievement;
publishes explicit performance expectations of students; and encourages a positive
attitude toward teaching and learning.

Systemic decision making: The college collects accurate and current data; assesses the
community’s learning needs; measures students' abilities upon entry to the institution;
provides feedback to assist in meeting standards; uses the expertise of the faculty to
improve the teaching/learning process; and evaluates students’ progress throughout their
careers at the college.
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Community partnerships. The college provides accessible campus and outreach centers;
cooperates with other educational systems; supports activities that enrich the community;
plans educational programs with business and industry to promote the local economic
development of the community; and increases the community’ s awareness of college
programs and activities.

Accountability: For programs designed to prepare students for a specialized profession
or occupation, the institution must demonstrate that an effective relationship exists
between curricular content and current practicesin the field of specialization.

Demand-Driven Design

MDCC is responsive to the community’ s workforce needs. As part of its effort to promote
economic development in the Greater Miami area, MDCC conducts periodic in-depth
assessments of the community’s needs. This assessment includes gathering data on
anticipated openings in occupational fields as projected over 3 years, 5 years, and on
openings for internships in various fields. The school uses these data to determine
enrollment figures in its various programs, to ensure that the school does not flood the market
with more qualified candidates than can be absorbed and that students will be ableto find
internships during their courses of study. The employers are directly tied to the school’'s
curriculum in this way, and they also advise on current trends in the workplace, skill needs,
etc.

The college offers more than 500 vocations credit certificate programs, which are geared for
immediate job entry and valued in vocational credits rather than college credits. Vocational
certificates, unlike associate degrees, cannot be applied toward college credit. The programs
and courses are extremely responsive to the needs of both the community and the individual
students.”® For example, some certificate programs in health care have been eliminated
because employers are using fewer employees to perform tasks once done by arange of job
titles. Ashealth careisturning to cross-training as a means to cut costs, MDCC has
eliminated some programs, knowing that certain job titles are now less marketable than they
once were. Many of the programs at the Medical Center campus were developed in response
to the huge numbers of laid-off Pan Am and Eastern Airlines employees, al of whom
required retraining when those companies closed. Many certificate programs, rather than
associate programs, were designed to meet the employees and the market’ s needs.

An international student population broadens MDCC' s linkages. MDCC, with itslarge
population of foreign students, isindirectly tied into the international market, asit is
preparing students for the workforce and further education. Many of the students return to
their native countries. Furthermore, MDCC's hilingual students have an advantage in the
increasingly globalized economy.™

18 Miami-Dade Community College Catalog 1995-1996. Vol. XXXI, first printing. Miami-Dade Community
College: Florida. p. 196.

2 Immigrants in the United States. American Association of Community Colleges, World Wide Web,
November 1995.
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Instructors are highly skilled and encouraged to continue their professional devel opment.
The faculty who have been recruited to the college are well qualified. Approximately 93
percent have earned advanced degrees and 23 percent have doctorates. The college
encourages faculty to obtain doctoral degrees and provides some tuition reimbursement to
those pursuing further education.

MDCC supports professiona development in number of ways, including: covering tuition
costs for faculty (new and continuing) in a college-specified graduate course; conducting
workshops ranging from improving computer literacy and application to enhancing teaching
and learning through the Teaching/Learning Center; awarding faculty recognized for teaching
excellence with an endowed chair valued at $22,500 over 3 years through the Endowed Chair
Program; supporting travel to professional development conferences as funding allows; and
permitting employees to attend MDCC courses at ho cost, up to six credits each term.

In addition, many programs have built-in mechanisms for enabling faculty to stay current
with trendsin thefield. For example, a grant program enables nursing faculty to return to
hospitals to update skills and knowledge, and architecture faculty are required to attend
workshops on the use of current architectural drawing software.

Sudents can improve their GPA by repeating a course and improving their competence.
One example in which the college is competency- rather than time-based isin its policy on
repeating courses. A student may repeat a course taken at MDCC, or have transferred from
another school, to improve his or her cumulative GPA. The GPA is recomputed to count
only the most recent attempt at that particular course, even though the transcript will show
repeated courses.

Offering a wide range of training opportunities. MDCC offers preparatory courses for 63
majors for the associate in arts degree. These University Parallel or College Transfer areas of
concentration prepare the student to enter the junior year at 4-year upper-division colleges
and universities. The associate in science degree is specifically tailored for immediate entry
to the business or industria world, although many of the programs include courses which
may be transferred to a university if the student decides to pursue a 4-year degree. There are
38 programs from which to choose in the A.S. degree category. Additionally, the college
offers 42 vocational credit certificate programs, as well as allied health/nursing programs.

Open Access

Opening the doors of learning to everyone. The collegeis accessibleto everyone. It hasan
explicitly stated open door policy which provides educational opportunitiesto all who are
interested in participating in the degree programs, courses, and services offered by the
college. The college welcomes all students, regardless of sex, race, religion, marital status,
age, national origin, or handicap.

Foecial support services for students with disabilities. The college also has special support
services to assist disabled students in achieving equal opportunity. These servicesinclude
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assistance with registration, advisement, financial aid and readers for blind persons,
interpreters for deaf students, notetakers, and special equipment, as well asindividualized
classes and tutoring and specia testing accommodations.

The Open College at Miami-Dade offers college credit courses through videocassettes,
audiocassettes, and independent study. With the exception of afew courses, students only
have to come to campus twice each semester, and they can interact with teachersvia
telephone and appointments. Provisions are made for disabled personsto take testsin their
homes. Studentsin the Open College have the same privileges as on-campus students, and
course credits are equivalent to those earned on-campus.

Portability of Skills

Provides training in academic and workplace skills. The college offers academic degree
programs, vocations credit certificate programs, and a variety of enrichment and continuing
education courses to the community. Through cooperative education programs and
practicums, students gain hands-on, applied training.

Sudents gain marketable skills and knowledge. Students are learning skills that are portable
from firm to firm and from region to region, depending on the local labor market needs. The
college develops programs in response to projected labor market needs. See section
“Demand-Driven Design” for details.

MDCC promotes lifelong learning. MDCC offers continuing education programs, evidence
of its commitment to the philosophy that learning is a lifetime process and that many years
spent in formal education do not complete the learning experience. Continuing education
units (CEUS) recognizes a student’s participation in a course and is defined as 10 contact
hours of participation in an organized continuing education experience under qualified
direction and instruction. CEUs can be used to show evidence of professional development
to employers and licensing and certification agencies.

Continuous I mprovement

Evaluate and assess students' and teachers' performance on a regular basis. Students and
faculty must have a clear understanding of the goals and requirements of each course, the
nature of course content, and methods of evaluation. Methods of instruction must help fulfill
the goals of each course and be appropriate to the capabilities of students. Experimentation
to improve instruction must be adequately supported and critically evaluated.

According to college policy and established departmental procedures, at the first class
session of each term the instructor must inform students in writing of all objectives,
significant course requirements, and the method of evauating their performance.

2 Miami-Dade Community College Catalog 1995-1996, Vol. XXX, first printing. Miami-Dade Community
College: Florida, p. 75.
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Expectations about written assignments, quizzes and exams, textbook and attendance
requirements, and laboratory work and research are outlined in detail.

MDCC evaluates students' progress throughout their careers at the college and provides
advising and guidance services accordingly. Thereis agrading system used to compute
GPA, with grades ranging from A (excellent, 4 points) to F (failure, 0 points). MDCC hasa
formal process through with the administration and faculty can identify and provide
assistance to students who experience academic difficulty. These “Standards of Academic
Progress’ reflect the school’ s commitment to assist students to ensure that they meet their
educational goals, and are in no way intended to discourage or penalize students. Categories
within the Standards are; academic warning, academic probation, and academic suspension.
In addition, the college has an Honors/Emphasis on Excellence Program which gives specia
recognition to students who demonstrate outstanding academic performance while they work
toward their degrees.

Florida also requires students to take the College Level Academic Skills Test (CLAST), an
achievement test mandatory for graduation with an associate in arts degree or admission to
the upper division of state universitiesin Florida.

The campus Teaching/Learning Center encourages faculty to improve instruction and
promotes development and evaluation of instructional methodologies and professional
development. Student feedback indicates that more than 90 percent of students agree that
course objectives are distributed, that there is agreement between objectives and what is
taught, and that exams are related to course material.

External evaluators review MDCC's programs. The college requires each associate degree
program to undergo a continuous review process to evaluate overall effectiveness. The
college further requires each program which prepares students for a specialized occupation to
have an advisory committee made up of local business and professional leaders. Appropriate
administrators and department chairpersons serve as ex-officio members. Feedback is
gathered from these committees as well as from focus groups which consist of current and
former students, program graduates, faculty from 4-year programs, and employers. A
collegewide panel of representatives from the program and related disciplines conducts a
formal review of each program every 3 years.

In addition to the college review process, the State Board of Community Colleges (SBCC)
uses atrilevel program review process developed with institutional participation. At Level |,
the SBCC produces an annual report on specific data relevant to individual instructional
programs. At Leve |1, the datafrom Level | are forwarded to each community college in the
state for local review. Asaresult, the community college examines programs selected on the
basis of results of the data. At Level 111, a statewide review is coordinated by SBCC staff to
respond to issues of statewide policy, articulation, or funding.

Thus, MDCC' s programs are evaluated on a cyclical basisto assess the relationship between
the training provided by the college and current practicesin each field of speciaization.
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Evidence of the effectiveness of this effort can be found in the success rate of MDCC
students on licensure examinations and in that many programs receive awards and
recognition both locally and nationally.

Public-Private Partner ships

Srong relationships with the community. The college has strong ties with the county and
conducts assessments at regular intervals to project workforce needs. Area employers work
with the school to develop internships for students as well. See section “Demand-Driven
Design” for details. Furthermore, some companies donate or |oan equipment to the schoal,
especialy to the health and medical technology program. For such a program, the purchase
of equipment and machinery would be prohibitively expensive.

In addition, at least one of the campuses offers short-term training in response to community
needs, either at the requester’ s site or on campus. MDCC and local employers work together
to develop cooperative education experiences for students, offered in awide range of career
fields. Co-op work experiences are tailored to the student and employer’ s needs, and can be
full-time, part-time, paid, or voluntary.

The public sector supports the college. The public sector is the major funding source for the
college, including its operating costs and financial assistance to its students.

Sustainable Financing

MDCC has multiple funding sources. For most U.S. community colleges, the major
budget resources are federal, state, local, and tuition. 2 The college's funding comes from
state support (genera revenue plus lottery) and student fees. In 1992, Dade County citizens
approved areferendum that gives approximately $9 million of income to the school annually,
in the form of the Community Endowment. The money comes from proceeds of a 2-year, 3/4
million dollar property tax. The college has an operating budget of approximately $170
million. The MDCC Foundation, Inc. consists of the trust fund bequeathed to the college by
the late Colondl Mitchell Wolfson, the College’ s first board chairman, the Community
Endowment, and the Margin of Excellence Endowment.?

MDCC ranks seventh highest among Florida' s 28 community collegesin terms of percentage
of total expenditure devoted to direct instruction. Almost 53 percent of MDCC' s budget
goesto instruction. Roughly, the college alocates a bit more than half of its instructional
expenditures to college-transfer programs; about a third to occupational programs, and the
remaining to college preparatory and adult education.

2L AACC Membership Profile, World Wide Web, May 1995.
22 Miami-Dade Community College Fact Book 1994-1995: Miami-Dade Community College, Institutional
Research, 1993-1994. p. 54.
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All stakeholdersinvest in the education process. Students pay tuition and fees. Employers
may provide internships or co-op experiences for students, or they may donate or loan
equipment to the college.

Financial assistance is available to those who need it. For students, financing is somewhat

flexible. Approximately 40 percent of the students receive some form of financial aid, more
than half of which isin the form of grants and scholarships. Loans and college employment
make up asmaller portion of aid. Other sources of aid are the federal government, the state,
and private contributions.

Replicability

The community college system is thriving in the United States, evidence of the replicability
of theinstitution. The American Association of Community Colleges, serving collegesin the
United States for the last 75 years, boasts a membership of 1,046 ingtitutional members,
including 36 campuses of multicampus colleges. One-third of the association’'s members
come from California, Illinois, New Y ork, North Carolina, and Texas. At least half of the
members were established in the 1960s and 1970s, largely aresult of population, policy, and
economic changes in those decades.®® The community collegeis aunique institution in the
United States, specifically designed to serve multiple goals, including preparing the
workforce and enhancing economic development in local regions. Several countries are
working with specific community colleges in the United States to develop similar institutions
for their students and adult populations.

Economic and Social I mpact

Helping the economy by creating a larger consumer base. MDCC'’ s presence contributes
more than $36 million to the local economy because of the increased wages earned by
graduates.

Helping the economy by increasing the skills of its workforce. MDCC’s many flexible
programs help people of all ages develop better skills. MDCC also provides customized
training programs for local businesses, providing them with customized training programs
that will make their enterprises more competitive.

Using technology as a teaching and learning tool. MDCC has many technol ogy-based
programs and projects exemplifying commendable uses of technology. The following are
just afew of the many highlights:

Campuswide: Project SYNERGY/, a program which supports underprepared students
in reading, writing, mathematics, ESL study skills, and critical thinking through
electronic classroom labs at all campuses.

2 | bid.
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North Campus. The School of Justice and Safety Administration has labs for
development studies, computer information systems, computer aided-design, vocational
support, and business. The graphic technology lab has been nationally recognized as the
largest electronic publishing facility in the nation.

Kendall Campus. Emphasizing faculty development in the use of technology for
instruction and productivity, projects toward this end include the Teaching/L earning
Center, Technology Practicums (TP), Computer Applications Projects (CAP), and Project
Prometheus. The 158 faculty selected for the CAP and TP programs received multimedia
development training and support enabling them to create instructional materials. The
Teaching/Learning Center provides support in integrating technology into the curriculum,
applications training, software review, multimedia courseware development, and related
services for faculty, staff, and administrators.

Medical Center Campus. The Developmental Studies Lab provides individualized
computer-based instruction and assessment for students engaged in pre-college work.
The Vision Care Lab uses a computer network to track patients and to train student
technicians in medical network operations.

Homestead Campus: This campus has a multi-access, three-tiered educational model that
offersatraditional format, an on-campus facilitated format and an off-campus distance
education format all of which are extensively and strongly supported by technology. The
Facilitated L earning Program won its devel oper the Innovation of the Y ear award from
the League for Innovation in the Community Colleges.

Valuing the environment. The college offers a number of programs for students wishing to
pursue a career or future study in environmental fields, including: agriculture, biology,
engineering, environmental science technology, forestry, geology, landscape architecture, and
landscape technol ogy.

Contact Information

Eduardo Padrén

District President:

330 Northeast Second Avenue
Miami, Florida 33132

Ph: (305) 237-7699
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Regional Profile

The Asiaand Near East region is of major and growing importance to the future of the globe.
The sheer population sizes and economic growth rates of these areas present both enormous
potential markets for many countries’ goods and services, and daunting challenges to economic
development. The population of Asiaand the Near East, aready more than half theworld’s
total, is expected to double in the next 30 years. Although women in many of the Asian and
Near East countries now average two fewer children today than their mothers did 30 years ago,
the average 2.2 percent annual population growth rate still produces staggering numbers of
additional people each year who need food, shelter, jobs, and socia services (USAID, 1996).

Growing populations also create new strains on infrastructure and the environment.

More than 560 million people in thisregion live in poverty—nearly half of the poor people on the
globe. India, with a population approaching one billion, has more poor people than all of sub-

Saharan Africa. Half of the world’ s infant and child deaths occur in Asia and the Near East, and
half of those deaths are in Indid s large pockets of poverty alone (USAID, 1996). However, with

economic growth and reform, some countries have been remarkably successful in addressing
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poverty. Indonesia, for instance, has reduced the percentage of people living in poverty from 60

percent in 1970 to less than 15 percent in 1990.

The developing countries of Asia have some of the world's most dynamic economies. Although
growth has slowed somewhat since 1988, it is still faster than in any other region in the world
(5.8 percent in 1991, compared with 2.1 percent for the developing countries as a whole).
Between 1980 and 1993 GDP grew at an average annual rate of more than 5 percent, and per
capita gross domestic product (GDP) by 3 percent. Merchandise exports grew at an annua rate
of nearly 7 percent during the period from 1980 to 1992 (UNDP, 1996).

As countriesin Asiaand the Near East successfully lift their citizens out of poverty, they create
resources for national development and they expand potential trade markets. To tackle poverty
and promote economic development, countriesin Asiaand the near East must continue to
address high population growth rates, high infant and maternal mortality, low female literacy,
and new threats such as HIV/AIDS.

Economic and population growth have dramatically increased pressures on the environment in
Asiaand the Near East. Continued economic growth demands the more efficient and sustainable
use of the region’sincreasingly scarce natural resources. Growing ground-water, air and other
pollution problems have accompanied rapid growth, especially in urban areas. The percentage of
the region’s people living in urban areas will increase to over 50 percent by the year 2025.
Eleven of the world's 25 megacities (10 million or more inhabitants) will bein Asiaand the Near

East. In Indiaaone, there will be more than 40 cities with one million or more inhabitants.

The generally low status of women presents another development challenge in this region.
Women in Asiaand the Near East have benefited less from social and economic changes than
women in any other region of the world (USAID, 1995). Female life expectancy, normally 10
percent higher than for males, is only imperceptibly higher in Bangladesh, Egypt, India, Nepad,
Pakistan, Tunisia, and Yemen. Thisdismal state is associated with many factors. Maternal
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mortality rates in seven countries (Bangladesh, Cambodia, India, Indonesia, Laos, Nepal, and

Y emen) remain among the highest in the world. In Nepal, the maternal mortality rateis 833
women per 100,000 live hirths compared with fewer than 10 per 100,000 live births in devel oped
countries. Women also lag behind men in access to educational and economic opportunitiesin
Asiaand the Near East. Failure to address women’ s health, education, and economic roles
exacerbates the difficulty and costs of development. Conversely, improvements in women's
status often bring parallel improvementsin fertility rates, household income, and child mortality—
al necessary changes for sustained economic growth. The Cairo Conference on Population and
Development highlighted the role of female education and employment in lowering fertility
(USAID, 1995).

Relevance of the Compass to Workforce Development Toolkit to the Region

Thisregion is extremely diverse. While the Newly Industrialized Economies (NIE) now face
severe labor shortages, other countriesin the region have serious problems of unemployment and
underemployment. While some targeted popul ations face bright employment prospects, others
face bleak ones. Continued economic growth and trade expansion demand a more efficient and
skilled workforce capable of dealing with many of the challenges associated with sustainable
development, particularly those challenges related to economic growth, the protection of the

environment and human health, and democracy building.

In Singapore, the demand for labor has outstripped supply for more than a decade and the
government has had a carefully controlled policy of bringing in foreign workers as needed and
expelling them when no longer required. Malaysia, too, is suffering labor shortages. Urban
factory workers leave for Singapore and migrants from the rural areas come to take their place,
leaving labor gaps in the rubber and palm oil plantations which have to be filled by unskilled
workers from the Philippines and Indonesia (ILO, 1995).

Indonesiais at an earlier stage in the transition to a NIE status, but thisis another example where
too rapid growth has boosted the demand for labor. Between 1983 and 1990 the production by

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Asia

export industries grew at an annual average rate of nearly 43 percent. This generated an extra
million jobs in manufacturing as well asin finance, marketing services, banking and transport.
This has boosted demand for specialists, ademand which has partially been met by converting
people from other professions such as engineering, but the demand has not been fully met. Yet,
despite this job growth rate, there is also an emerging problem of unemployment for educated
young people. Projects such as the Skills Development Fund in Singapore and the Penang Skills
Development Centre in Malaysia strive to support enterprises and their workers by providing
training and skills improvement that readies lower-level workersto enter the expanding technical

and higher skilled job sector in these NIE countries.

Other countriesin South East Asia have widespread unemployment. In the Philippines, political
instability and the lack of structural reforms have held back economic development. Very high
unemployment and underemployment rates reflect an underutilization of the education and skills
workers have obtained. Y et, the Philippines has realized areturn of sorts on its human resources
investments. Many educated Filipinos took their skills abroad, and their remittances became the
largest source of foreign exchange earnings. But in redlity, what the Philippines and a similar
situation in Vietham demonstrate are that expansion of human capacity deliversits full potential
only when there is a corresponding increase in market-driven demand. Striving to better match
supply and demand, Integrated Recruitment, Training and Placement Program (IRTP) in the
Philippines provides a model of how to increase the skills of the poor and increase the

commitment of the private sector to employing them.

According to the 1995 World Labour Report, workforce developments in India are more difficult
to follow. Here the organized sector has only been growing slowly, and the mgjority of new
entrants to the labor force had to be absorbed by the informal sector. Simultaneously there has
been arise in casual employment, but according to ILO reports, it is not clear whether therisein
these new types of employment are a sign of the dynamism of a flexible labor market or just the
general acceptance by workers that they do not have any other alternative. The Self-Employed

Women's Association (SEWA) in Indiais an excellent example of addressing many of the
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problems on the Subcontinent and in South East Asiathat center around providing support to the

burgeoning informal sector and increasing the economic participation and health of the poor.

China, on the other hand, had virtually no unemployment until the 1980s. After the upheavals of
economic reform, it became evident that up to half the labor force in some rural areas had been
unemployed or underemployed (UNDP, 1996). Since then China has reversed long-standing
policies and adopted an employment-led growth strategy. In 1992 China's active labor force was
594.3 million, of this number, 348.5 million were employed in agriculture and 156.3 million in
the state, collective and private sectors. The number of those employed in the collective sector
has increased rapidly by 73 percent between 1978 and 1990 (The Far East and Australia, 1995).

Chinas economic reform has reached a stage where many of the relatively straight forward
reforms have been implemented. For instance, in the Chinese educational system both regular
and vocationa secondary schools sought to serve modernization needs. A number of technical
and "skilled workers' training schools have reopened recently, and an effort has been made to
provide exposure to vocational subjects in general secondary schools by offering coursesin
industry, services, business and agriculture. In an effort to coordinate policy and import the best
practice from other nations, the city-state of Shanghai has created the Regional Institute for
Research in Workforce Formation, Education, and Development (RIBB). Thisresearch and
devel opment organization provides amodel of handling transition in societies where traditional

roles and responsihilities are being redefined.

In the Near East, the generally poor economic performance of the Arab States (ILO, 1995) has
had a severe impact on employment. Many countries have been unable to provide work for the
increased labor supply which has resulted from high population growth. In some of the countries
unemployment has exceeded 25 percent since 1990. Unemployment is particularly high in the
labor-sending countries, especialy after the return of Arab nationals following the Gulf Crisis.

Return migration poses a severe problem in Jordan, Lebanon, Sudan, and Syria (World Bank,
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1995, UNDP, 1996). The economic dislocation for returnees and the plight of the poor, common
across the Near East, are addressed in the Social Fund for Development (SFD) case in Egypt.

Australia has suffered from the low growth and high unemployment characterizing the OECD
countriesin the early 1990s. In 1992-93, the economy recovered slowly from the prolonged
recession of 1990-91, amgjor restraining factor being weak world demand for Australia’'s
exports. Growth picked up so strongly in 1994 that the government felt the need for fiscal and
monetary tightening by year end. Australia’s GDP grew 6.4 percent in 1994, largely dueto
increases in industrial output and business investment (CIA, 1995). In Australia, where
academic and vocationa education are held in equal esteem, the Australian National Training
Authority (ANTA) has the responsibility for achieving consistency at a national level. This case
isadiscussion of the functions expected of such an authority and how one nation approaches the

guestion of integrating its educational, workforce and employment issues.
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REGION: Asia

Australia
Australian National Training Authority

Case Overview

The Australian National Training Authority (ANTA) was established in 1992 as a
cooperative venture between the states and the federal government to try to achieve
consistency in the provision and delivery of training on anational level. ANTA isapolicy
and funding coordination body. It does not provide programs or services, but rather is set up
to deal with issues such as standards, assessment and credentialing of training providers,
training courses and programs. ANTA became the coordinating board of vocational
education and training six years after the federal government had begun the coordinating
efforts.

Primary objectives of ANTA are:

To create aworld-class education and training system with standards, policies, and
frameworks that are consistent across all of the country’ s training providers.

To include al interested partners in the development of the policies and planning
affecting the training system so that it respondsto all clients and their training needs.
To ensure the system responds to education and training best practices, aswell as
workers' career objectives as they change and grow over time.

ANTA’spoliciesreach all of Australia, geographically and demographically, and cover the
entire labor market. Australia’s system is unique in that it integrates various components of
education and training. ANTA brings together all the stakeholders, including state, territory,
and commonwealth governments, vocational education and training authorities, private
training providers, industry and Industry Training Advisory Bodies (ITABS), unions, and
employer associations into aframework to provide national consistency. ANTA’s
partnership reflects the desire to integrate academic and vocational education with training
and its commitment to providing students with up-to-date competencies in these areas.

ANTA’s mgjor achievements for 1995 are highlighted in its 1995 annual report. These
achievementsinclude:

For students:
Seventy million dollars available for 35,000 more training positions for school leavers,
those in the workforce, and those seeking to enter it.

Introduction of a system of nationally recognized qualifications articulating from school
to university.
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More courses that meet industry standards.

Percent employment rate for graduates.

A decline in the unemployment rates for graduates.

A boost in earnings for 37 percent of full-time employees.

Piloting of user choice for apprentices and trainees.

In many industries, career advancement istied to training.

More flexible delivery in the workplace, at home and out-of-hours.

For employers:

More courses that meet industry needs specified by standards.

Agreement on reform of entry-leve training including new apprenticeship and traineeship
products under development for use across industries.

Piloting of user choice for employers of apprentices and trainees.

Quality certification of training providers.

Greater recognition of employer achievement, including small business through state and
national training awards.

For public providers.

Increase in resources and growth in student load.
Introduction of “best practice” recognition scheme.
Recognition of and certification for quality.

For private providers:

More than 1,900 providers registered.
Introduction of national qualifications framework.
Recognition through best practice scheme.
Access to management development scheme.

Why This Case Was Selected
ANTA was selected because it:

Demonstrates how workforce development policy is used to support the growth of a
country’ s export economy.

Demonstrates the collaborative relationship between organized labor, employers,
education and training providers, and government.

Provides an example of how government can add value to existing training and delivery
providers by improving efficiency and eliminating redundancies.

Helped introduce a single set of national recognized standards and credentials that
provide a measure of quality assurance and are portable.
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Background

Australia has a prosperous Western-style capitalist economy, with a per capita gross domestic
product (GDP) comparable to levelsin industrialized countries in Western Europe. Richin
natural resources, Australiais amajor exporter of agricultural products, minerals, metas, and
fossil fuels. Primary products account for more than 60 percent of the value of total exports,
so that, as happened in 1983-1984, a downturn in world commodity prices can have asizable
impact on the economy.

The inability to create sufficient economic growth by relying on internal demand market for
domestic goods and services is a situation faced by many developing and industrialized
countries. Sustaining Australia’s economic growth depends on its ability to stimulate growth
of exports. Fortunately, the country is strategically positioned to serve as a gateway to Asia.*
The government is working to increase exports of manufactured goods, but competition in
international markets continues to be severe. Helping young Australians gain advanced skills
through ANTA will help maintain Australia s participation in the world market

Austraia has suffered from the low growth and high unemployment that characterized
Organization for Economic Cooperation and Development (OECD) countries in the early
1990s. In 1992-1993, the economy recovered slowly from the prolonged recession of 1990-
1991. One of the major factors that restrained the country’ s recovery was the weak demand
for Australia s exports. Growth picked up in 1994, so strongly, in fact, that the government
felt the need for fiscal and monetary tightening by year-end. Australia’'s GDP grew 6.4
percent in 1994, largely because of increasesin industrial output and business investment.

The current fiscally conservative government, led by Prime Minister John Howard, may bring
about some changes in the current wage fixing structure, which could in turn affect
vocational training and the system of competency levelsin each occupation. Competency
levels are connected to particular classifications, and each classification is linked to arange
of wages. The government could take measures that would reduce the incentive to upgrade
skills by, for example, weakening the certificates that give entitlements for wages. The
Arbitration Courts, which determine wages associated with each certificate level, work on an
occupation basis; the electronics union could go to the Court to change awage, and the
Court’ s decision would apply to the whole country evenly. Future wage arbitration may end
up being on afirm by firm basis, which could strike a blow to the value and portability of
certificates.?

L eader ship and Accountability

A common framework for policy, planning and standards ensures a consistent national
education and training system. The guiding philosophy behind ANTA isto bring together
numerous organizations and interested parties in order to create a cohesive, nationally

1 CIA FactBook, World Wide Web, 1995.
2 -
Ibid.
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consistent structure for education and training with appropriate standards, policies, and
frameworks. This cooperative effort is directed toward achieving aworld-class training
system responsive to all clients and their training needs. The Ministerial Council is at the top
of the National Vocational Education and Training System. The Australian National
Training Authority reports to the Ministerial Council and oversees the Standards and
Curriculum Council and the National Staff Development Committee, along with the national
ITABs. The State ITABs report to the state training authorities, who report to the state
ministers, who report to the Ministerial Council.

The key planning mechanisms for the national vocational and education training system are
the National Strategy for Vocation Education and Training, Industry Vocational Education
and Training Plans, and State and Territory Training Profiles. The National Strategy, first
released in 1994, set broad strategic directions for vocational education and training, giving
industry and training agencies a framework for planning. State and territory Training Profiles
are comprehensive plans developed by each state and territory, in acommon format, for the
provision and support of vocational education and training for the year ahead. The profileis
developed in consultation with ANTA and is endorsed by the Ministerial Council. Industry
Vocational Education and Training Plans are developed by I TABS, whose membership
includes representatives from industry.?

Partners share a commitment to a core set of values. The key themes of the National
Strategy, as endorsed by the Ministerial Council and held by ANTA, include:

Respect. For all types of education and training, including the importance of providing
students with equal choices rather than strict, one-way paths that would determine the
course of their work life years down the road.

Flexibility: Striving to achieve high quality outcomes while being responsive to the
needs of individuals, employees, industry, students, and the nation.

Lifelong learning. Recognizing the need to upgrade skills continually to be able to
participate in the global economy.

Greater responsiveness. Including a commitment to increase the diversity of the training
market; measures to facilitate high quality input and handle the distribution of resources
within, and between, industry sectors.

Enhance quality. Including the development of national measures for best practice and
the introduction of quality assurance arrangements.

Improve accessibility. Recognizing the need to study industries with low worker
qualification profiles; and recognizing the different aspirations, strengths, and needs of al
clients, in particular the needs of groups that have been identified as underrepresented in
vocational education and training (See “ Open Access’).

Increase efficiency. By setting up a national management information and statistical
system, by having states and territories report on performance against the agreed-upon
performance measures, and by increasing the understanding of training reform.

% Annual National Report for 1995. Australian National Training Authority, Vol. 1. Draft as of 6/26/96. pp. 7-
9.
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Demand-Driven Design

Employers work to improve and systematize training within their respective industries. In
Australia, ITABs on both the national and state level work with industry, enterprises,
governments, and training providers to improve training for their respective industries.
ITABs are independent, incorporated associations or companies whose directors are industry
leaders. ITABs are supported in each state and territory by networks which reflect the
industry profile of that area. ITABswork on developing national industry competency
standards, cooperating directly with industry and training providers to implement training
arrangements responsive to their regions' needs.*

Training plans foster comprehensive education and continuous improvement. The training
plansthat ITABs develop include an industry profile, competency standards, curriculum,
accreditation, classification (based upon the Australian Qualifications Framework, for
qualifications in post-compulsory education and training, including levels, titles, and
descriptions), and skills assessment.

Because of concern about the distribution of resources, in 1995 the number of nationa
ITABswas reduced from 43 to 18. The reorganized I TABs have greater representation from
companies on their boards. ANTA provided financial support for the restructuring effort,
based on priority proposals from each ITAB. ANTA reports “ patchy progress’ on the new
national ITAB network. On the state level, ITABs are also restructuring to focus on regional
needs.’

Promoting training for small businesses. Besidesitswork with ITABs, ANTA convened the
first small business forum to obtain advice and input on small business training issues.

Along with ANTA, the forum will develop a strategy to boost training in small business and
to ensure that those working in small business have the skills necessary to meet future
business needs. More than 2.5 million Australians are employed in the 794,000 small
businesses in Australia, constituting a substantial part of the national economy.®

Wages are tied to the worker’s competency level and occupation classification. Australia's
wage fixing system, which began in 1908, has different entry-level wages for every
occupation classification. The occupations are broken down very specifically. For example,
within the field of hospitality, there are occupation strands such as Catering, Tourism,
Hospitality and Management, and Travel Agent, to name afew. Each occupation strand has
eight competency levels, and each competency level is connected to a particular
classification. The classification means that the worker is entitled to a certain range of
wages. People can complete training sequences either at work, through a private provider, or
through Technical and Further Education colleges (TAFE), and earn certificates which show

*Ibid., p. 15-16.
® lhid.
®Ibid., p. 21.
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they have achieved a certain competency level and hence are entitled to a higher wage. The
wages are organized through Arbitration Courts.”

Open Access

Identifying training priorities and barriers for specific indigenous groups. Indicators show
that the indigenous aboriginal population is the most socially and economically
disadvantaged group in Australia, with unemployment in 1994 being three times higher than
for the non-aboriginal population. In 1995, in response to this discrepancy, ANTA
established the Interim Aboriginal and Torres Strait Islander Peoples' Training Advisory
Council to provide advice on priorities in vocational education and training. In addition, it
earmarked $15 million during the period 1996-1998 for national capital infrastructure
projects to establish independent Aboriginal training facilities.®

Identifying training priorities and barriers for women and girls. In 1995, approximately 62
percent of women aged 15 to 64 had no post-school qualifications, compared with 52 percent
of men. Only 21 percent of women held a vocational education and training qualification
compared with 33 percent of men.’

ANTA funded aNationa Vocational Education and Training Women's Strategy, which the
Vocational Education, Employment and Training Women's Taskforce developed. This
strategy identified continuous improvement measures, training and staff devel opment,
standards, curriculum and delivery, pathway planning, balanced representation, and
promotion and research as topics that needed to be studied and discussed.’® Besides these
efforts, ANTA commissioned a number of discrete projects to investigate particular areas of
women's experiences within vocational education and training.

Identifying barriers and training priorities for people with disabilities. More than half of
handicapped Australians are not participating in the labor force, and of those who are, more
than 21 percent are unemployed. ANTA held anational training priorities seminar in 1995 to
gather input from people with disabilities and the industries that employ them. Among the
needs that the participants identified were a commitment on the part of training authorities to
() provide accessible and flexible learning and resolve funding issues associated with
support requirements and (b) provide relevant and accessible information to people with a
disability and raise employers and training providers awareness of specific needs.™

Identifying training priorities for rural or remote communities. According to the 1991
population census, 30 percent of the population lived in rural or remote areas. Studentsin
these areas were proportionately represented in Technical and Further Education (TAFE)
programs, overrepresented in the lower-leve certificate courses, and underrepresented in

7 Conversation with Margaret Vickers, Jobs for the Future. August 1996.
8 Ibid., p. 31-32.

° Ibid., p. 32.

191 bid.

™ Ibid., p. 33-34.
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advanced certificate, associate diploma, and diploma courses. ANTA has commissioned a
research project to identify the training needs and priorities of studentsin remote areas, but,
in the meantime, have taken a few measures to improve teaching and learning practices. One
achievement is the establishment of an Open Learning Centre at New England Institute of
TAFE, New South Wales, in partnership with Tamworth City Council, the University of New
England, the North West Health Service and the Department of School Education.
Technology is used to link 33 sites in northern New South Wales and southern Queensland.
A second achievement is the establishment of a Flexible Learning Centre to provide after
hours access to arange of computing facilities. The centre coordinates enrollments for
flexible delivery courses and acts as a central information and guidance point regarding
flexible delivery.*

Portability of Skills

National vocational skill standards ensure portable credentials. Starting in 1986, industry
associations, training providers, government authorities and unions have worked together to
create a consistent, nationwide set of vocational standards so that the skills acquired at work
or through training programs will be portable from region to region and from firm to firm.
For example, on anational level, Australia has a Standards Framework, a set of eight
competency levels for each occupation that serve as benchmarks for developing and
recognizing competency standards necessary to work. It also has a Common Agreed
National Goals for Vocational Education and Training and a National Framework for
Recognition of Training, which articulates nationally agreed upon principles for
accreditation, recognition of training programs, and registration of training providers.

Public-Private Partnerships

ANTA coordinates the efforts of public and private organizations. ANTA’s purposeisto
help systematize and coordinate efforts around education and vocational training. It brings
together state, territory, and commonwealth governments, public and private training
providers, industry, unions, and employer associations to integrate education and training and
to ensure national consistency.

Sustainable Financing

ANTA isfunded by federal and state money. ANTA isanational coordinating body
comprising a partnership of the commonwealth (the federal government) and state and
territory ministers responsible for vocational education and training. It isjointly funded by
the commonwealth and the states, with each state contributing proportionately to its budget.

Replicability

2 pid., p. 35.
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ANTA could be replicable in federal countries or regions that have an interest in
standardizing its education and training delivering service/system. The U.S. Department of
Labor has studied the Australian system as part of its benchmarking of best practice in the
development of national industrywide voluntary skill standards.

Economic and Social | mpact

Investments in a more efficient and effective training system yield a more employable and
larger workforce. The Australian Standards Framework is designed to systematize training
and delivery in Australia, thus ensuring portability and reducing duplication. ANTA has
such afar-reaching impact with the various projects and initiatives it funds that it affects the
economy and society. First, industry is encouraged to invest in the development of better
qualified workers, whether it be by providing in-house training or contracting a private
training provider. Theworkforceislikely to be more employable as well, because skills and
job descriptions are so well-defined and are nationally agreed upon. Further, people know
that the certificate levels they hold will be recognized anywhere in the country, and that they
will get the same wage regardless of where they work for that particular classification. Since
training is systematized, a person could get training and earn a certificate on the job, and then
proceed for further training in TAFE. TAFE, aswell as any training provider, acknowledge
the competency level represented by the certificate and begin training at the next stage.
There is no repetition of coursework or training.

Providing mechanisms to improve accessibility for all populations. ANTA is concerned with
equal access and opportunities for vocational education and training for all populations.
Specific steps that the authority has taken to help achieve equity in thisregard is detailed in
the section “ Open Access.” One example of a specific program that ANTA coordinated with
the goal of improving accessis called the Network for Women in Vocational Education
(WINVET), housed at the Canberra Institute of Technology. WINVET will provide aforum
for women who manage and deliver vocational education and training. The forum will assist
women in establishing and enhancing professional dialogue as well as sharing ideas and
achievements. The network covers the entire Vocational Education and Training sector, both
public and private, across Australia and the Asia Pacific. It will also support womenin
vocational education and training who are in geographically isolated regions.™

Contact Information

Mr. Peter Noonan

General Manager

Australian National Training Authority
AMP Place, 10 Eagle Street

Brisbane 4000

G.P.O. Box 3120

B TRAIN: The Australian Training Information Network., World Wide Web, May 1996.
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REGION: Asia

Province of Shanghai, China
Regional I nstitute for Resear ch in Workfor ce Formation,
Education, and Development

Case Overview

In 1990 the city-state of Shanghai established the Regional Institute for Research and
Development in Workforce Formation and Education (RIBB). The institute’ smission isto
develop adua system of education and training in Shanghai, patterned after Germany’s
system of combining learning at work with learning at school. Its purposeisto conduct
research studies, develop pilots, test and evaluate them, and then bring them to scale
following the model of Germany’s Bundesinstitut fur Berufsbildung (German Institute for
Research and Development in Workforce Formation and Education, or BiBB).

The primary objectives of RIBB are:

Assist Shanghai leadersto build the socia partnerships with employers, various
ministries, and fledgling trade unions critical to the dual system.

Provide expertise and information to Shanghai policymakers in the development of new
laws and new skill standards for vocational education and training.

Conduct research, develop pilots, test and evaluate pilots, and help Shanghai counterparts
bring them to scale throughout the province.

The RIBB was created in response to a 1988 World Bank Report on China. This report
called for adrastic overhaul of the nation’s vocational education and training system which
prepared people to perform one narrow job for alifetime within a state-owned enterprise.
Although this was common to many countries under Communist rule, China s situation was
perhaps even more extreme, as the focus on narrowly conceived tasks and jobs fit well into
Chind's 2,400-year-old Confucian tradition of a highly codified system of human
relationships and status. For example, in this tradition an individual who is born to parents
who are basket weavers will also be a basket weaver. Instead of aspiring to something
“better,” Confucianism encourages him to be the best basket weaver he can be.

Helping China’'s economy grow clearly required afundamental change in the country’s
manner of thinking about labor markets, the structure of work, and vocationa education and
training system. In 1989, the Chinese government conducted a complete review of its
requirements for education and training, subsequently receiving a US$50 million credit from
the World Bank to overhaul the country’s system of preparing youth for work. Chinese
experts visited the United States, Japan, and Germany to learn about each country’s system of
preparing its workforce. This review would help them determine which method could best
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help them overhaul their system so that China’s youth could devel op skills needed for the
country’s rapidly growing economy.

German education and training experts had worked in China since the early 1980s on a
number of small-scale pilot projects such astraining meisters: (atechnica term for a
masterworker who is also certified to teach youth), and on initiatives to develop continuing
education and advanced training. High-level negotiations between the two countries resulted
in abilateral agreement to help China prepare its youth along the lines of Germany’s dual
system which combines learning at work with learning in school for youth between the ages
of 17 and 20 or 21. (See the case study “Federal Republic of Germany: The Dual System of
Education and Training.”) With the pledge of technical expertise from the German Agency
for Technical Cooperation (GTZ), three Chinese provinces (Shanghai, Peking, and Liaoning)
were selected to develop the system.

Based on earlier experience on various pilot projects, German and Chinese policymakers
concluded that their primary challenge would be to sustain and bring to scale pilots that could
demonstrate successful outcomes. How could the German experts build the necessary
capacity in the province so that the system would function after they |eft in accordance with
agreed-upon 9 years of technical assistance? Policymakers agreed that the best strategy
would be to establish regional institutes for research and development in workforce
formation, education, and development (RIBB). These institutes would conduct the
necessary research studies, develop pilots, test and evaluate them, and then bring them to
scale. This case focuses on RIBB, one such institute located in the city/province of

Shanghai. In thisinstitute, German experts work with Shanghai partnersto fully develop the
organization and workforce education and training system following the dual system model
over a9-year period. Thefirst 3 years of their efforts were spent on research and establishing
the necessary social partnerships, aswell as putting in place modern technical equipment to
create better working conditions. Thefirst pilot projects began during this time period. For
the current 3-year period the ingtitute is developing pilot projects on curriculum
development, teacher training, and evaluation systems. Inthefinal 3 years of technical
assistance, successful pilots will be brought to scale.

Since RIBB’ s beginnings in 1990, German experts and Shanghai partners have developed
extensive teaching and training materials, as well as afully worked out curriculum for three
pilot occupational groups: mechanic, business management, and el ectronics-technol ogy.
They have established a series of relationships with the Ministry of Labor, the Education
Commission, and other ingtitutions. These relationships are critical to their ability to
accomplish the purpose of the Institute, as the results they produce have to be developed with
the full support and partnership of the institutions who are stakehol ders.
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Why This Case Was Selected
The Shanghai RIBB was selected for its:

Focus on research and development in workforce devel opment.

Emphasis on establishing sustainable partnerships between many of the stakeholdersin
an entire province of China.

Ability to introduce broad systems change into an established culture whose labor
markets were narrowly defined within the Confucian and subsequent Communist
tradition.

Influence on national |egislation supporting the reform of technical and vocational
education and training.

Focus on developing skills profiles and curricula for industry sectors (financial services,
hospitality, electronics).

Potential influence on the world labor market.

Background

China's current growth rate of 1.2 percent a year will double the country’s population of 1.2
billion (1993) at the end of 60 years. Its 1993 gross national product averaging $310
(compared with $22,000 for Germany), places the country in the ranks of poor nations.
Average per capitaincome (1993) is 2,337 RMB ayear (Renminbi or Chinese People’s
Currency) or US$281. Of China's 820 million in the labor market, approximately one-fourth
are unemployed or underemployed.! According to the World Bank.? Chinaisfollowing a
gradualist strategy to reform by choosing a two-track methodology: continuing state control
of existing enterprises while permitting growth of a new, nonstate sector largely outside
government control. This strategy was possible because the inefficient state sector accounted
for arelatively small share of the economy.

China slarge and relatively poorer rural population continues to provide a powerful spurt to
growth and employment creation in the private sector. In China, asin other countries making
the transition to more open economies, the key policy concern is how to manage structural
reform such that the flow of workers from unviable jobs to new onesis facilitated without
raising short-term costs. Key issuesin the reform process include timing, speed, design, the
exchange rate, and the political economy where government, capital, and labor perceive a
common interest and where the process and the actors within it are considered credible® The
Shanghai RIBB addresses policy concerns regarding the reformation of the province's
education and training system, the conceptualization of work, and the relationship among
employers, schools, government, and youth.

! Report on China by Friedrich Ebert Stiftung, 1994.
2 Workersin an Integrating World, World Development Report 1995, Oxford University Press. Published for
the World Bank by the International Bank for Reconstruction and Development at the World Bank.
3 -
Ibid.
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Founded in 1291, Shanghai covers atota area of 6,430 square kilometers and an urban area
of 2,057 square kilometers. The total population of Shanghai is 18 million, of which 9.6
million live in the city of Shanghai. Many China watchers believe that Shanghai is poised to
be the country’s preeminent financial, commercial, and cultural center (“the Paris of the
East”), asthe city islocated on China s mainland across the water from Hong Kong.
Shanghai is considered one of China s most developed provinces. Basic education in China
isthe job of the provinces, or states. The province's education system calls for 6 years of
basic school, 3 years of middle school, and 3 years of high school, followed by university
studies. Most of the province's citizens complete the first 9 years of education. Thisfairly
high level of general education should speed up the rate by which the dual system can be
adopted.

L eader ship and Accountability

Overcoming barriersto developing social partnerships. RIBB’s agreement with the State of
Shanghai isto develop an appropriate version of Germany’s dual system by means of three
primary strategies:

Combine theory and practice to ensure maximum learning.
Strengthen the role of enterprises so they can become partners.
Assist in the transition to a market economy.

Employers as social partners. RIBB experts recognize that employing these strategies
successfully requires the practices associated with a culture of “social partnership,” in which
employers, organized labor, schools, and trade and industry associations participate and
finance the system to ensure the close connection between learning theory and practical
training. Because of societal conditionsin the country, RIBB and Shanghai policymakers
will have to overcome significant barriersin developing social partnerships with employers.
According to RIBB experts, Chinese employers have no history of participating in education
and training and no incentives to participate in the development of the workforce. Moreover,
employers are not in any way penalized for lack of participation, aslabor ischeap and in
plentiful supply.

Developing enabling legislation and incentives for the new system. RIBB assisted Chinese
policymakers to develop incentives that will make more attractive for employers to
participate in workforce development. These incentives will be legally sanctioned in China's
new Vocational Education and Training Act of September 1996. While the law will apply to
al of Chinait hasto be ratified by each province. RIBB is making proposals on how to
implement the Act in the province of Shanghai. The Vocational Education and Training Act
ismodeled after Germany’s 1969 law which calls for employers to train and educate youth at
their workplaces as well asin schools. However, “laws’ in China do not have the same force
as in most market economies of the West, and the law about to be passed contains “lots of
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back doors’ for employers to wiggle out of participating, according to Hans Guinther Wagner,
executive director of GTZ and consultant to Shanghai RIBB.*

* Telephone interview with Hans Gunther Wagner, executive director of GTZ Shanghai RIBB.
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Demand-Driven Design

RIBB develops pilot projects, tests them, and then helps them reach scale. RIBB isworking
closely with Shanghai policymakers and subject matter experts to:

Develop a series of pilot projects in three occupational groups within 11 schools.
Test the results and put in appropriate corrections.
Bring pilots up to scale by developing a system.

RIBB identifies what skills are important for the future. RIBB is helping Chinese
policymakers identify what occupations hold the most promising future in the international
labor market. Through systematic research studies, experts are determining what occupations
are needed and what shifts are likely to occur over the near to midterm future in demand for
labor. Until now questions such as these have been largely ignored. Shanghai, like other
more developed regions in China, has adual labor market. Joint ventures with foreign
companies in China place a premium on highly qualified labor, and wages for such jobs can
pay up to 10 times what someone working in the other labor (local) market might earn.
Newspapers list extensive notices advertising for highly skilled jobs, however, until now this
phenomenon has been limited to international enterprises.

RIBB develops and provides comprehensive labor market information. The province's
Education Commission has statistical information describing the educational performance of
the system. However, no systematic information has been available about anticipated
demand for labor in different occupations, such asis found in Germany. With the help of
two German experts from BiBB (Bundesinstitut fur Berufsbildung), Shanghai’ s government
plans to publish the province' s first Occupational Outlook Directory which will highlight
important trends and developmentsin the province' s economy and job outlook. Thiswill be
amarked departure from business as usual, as Chinese have for the last 50 years been placed
in jobs by the government through what is called the “Fenpei” system (China's traditional
system for workforce distribution where workers are assigned by the central state to perform
onetask for life).

Trainersaretrained in Shanghai and in Germany. RIBB trains Chinese expertsin avariety
of ways. For example, the ingtitute trains teachers as well as technical and other instructional
staff in Shanghai. RIBB aso sendsindividuals for 10 months' training to Germany where
they study at the BiBB, the German employment office, schools, and universities. RIBB also
supports the costs associated with short trips of 2 or 3 weeks on which Chinese leaders are
taken to similar ingtitutions in Germany. RIBB also works with the German institute in
Singapore for technical and further training. German experts also come to Shanghai to train
either for 4 years, or for 1 to 2 months.
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Open Access

The dual system in German speaking countries tends to deposit its graduates at a higher
“entry” level than most other systems, and is generally considered to prepare its participants
for careersin the mid- to upper-levels of occupations). The modified system being
developed in Shanghai aims to prepare youth with the skills they need to enter the local 1abor
market which consists of higher skilled jobs with multi-nationals and those with usualy
lower skilled Chinese firms. Specia emphasis, however, will be given to help young women
enter the system and succeed within it.

Portability of Skills

ills are broadly conceived and prepare people for a specific industry sector. Asin
Germany, the dual system being developed in Shanghai will help ayoung person “learn an
occupation” by means of structured curricula and mentorship in workplaces and schools.
Curricula are carefully worked out and cover a3 year period. Inthefirst year, ayouth learn
extensively about the entire industry sector in which his or her occupation islocated. Thus, a
mechanic will learn the basic skills required for virtually all types of mechanical work,
including auto, industrial, aviation, and other applications. In year 2, the youth has an
opportunity to specialize in two or three sub-branches of the mechanics industry, for example
industrial mechanics, where he or she learns all about the various machine tools and how to
maintain and repair them. In year three, the youth learns a particular “mechanic” job in the
machine tool industry.

RIBB istrying to develop the concept of key qualifications, or core human interaction and
planning skills. Unlike Germany or the U.S., Chinese experts have not identified “key
qualifications,” or “SCANS skills’ (as developed in the U.S. by the Secretary’s Commission
on Achieving the Necessary Skills) such as ability to work in teams, leadership, interpersonal
skills, knowing how to learn, prioritize, plan, and develop a project. In Shanghai, asin all of
China, skills have until now been narrowly identified and codified, so that someone trained in
the old style can do one thing extremely well, but that is all he or she can do. Working with
Chinese partners, RIBB is now trying to “anchor” the idea of key qualificationsin the culture,
language, and practice of the region. Policymakers understand that this works directly
against Confucian tradition and practice, yet they can see the effects of this way of thinking
as large amounts of workers are dislocated (for example, from inefficient textile industries)
and have no skills to apply to different jobs.

Continuous I mprovement

Deliverables for each phase of technical assistance are carefully spelled out and determine
further funding. GTZ uses a carefully worked out multidimensional planning matrix that
describes the rel ationships between the elements of the “ developmental hypothesis’ of the
RIBB program and the objective, content, goals, measurable indicators, insights, time frames,
results, deliverables, and evaluation. These matrixes are multi-year. Each year the GTZ
evaluates RIBB on how it has met its deliverables.
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Public-Private Partnerships

Adapting the dual system for implementation in schools. Until recently, China has had no
private sector. Under an economy in transition to a more open market system, new, private
enterprises springing up alongside state-owned companies have no incentive or tradition to
spur their participation in public-private partnerships. Asaresult, the principa partners for
RIBB are the schools, the Ministry of Labor, and the Education Commission. Because
education and training have been entirely school-based in Shanghai (asin the rest of China),
RIBB is adapting the dual system model so that much of it can be carried out in schools and
specia workshops. In thisit resembles SENATI (see the case study “Republic of Peru,
SENATI"). Thisisadeparture from the practices of the dual system in German speaking
countries, where practical learning at the workplace is linked to academic learning in school.
However, the principle of linking theory to practical training has already been accepted by
policymakers and educators and is likely to be redlized on alarge scale as the system
develops.

Overcoming barriers regarding conflicting standards for skills. The development of
standards is highly problematic in Shanghai, as the province (and nation) has no social
partners with whom standards could be developed. For example, the only trade unions are
attached to the state-owned system which is slowly being dismantled. With the exception of
some state-controlled employer groups there are no free-market employer associations. Asa
result, the only viable partner with whom standards could be developed are the schools. The
province' s Ministry of Labor, although differing in scope and focus from similar ministries
found in developed countries, defines norms and performance standards for the physical
skills required in narrow job categories and does not include all jobs found in business. For
example, standards codify how many beds an hour a chamberperson should be able to make,
or how fast a specific part should be inserted. Standards developed by the Education
Commission, on the other hand, govern the entire field of theoretical learning. Asaresult,
theoretical content covers most of the subjects taught at vocational schools. There are no
standards governing what skills and knowledge youth need to enter a broad occupational
group. This poses an enormous challenge to the establishment of a dual system approach, as
the standards enforced by the Ministry of Labor are fundamentally different from those built
into the dual system where standards are used to test for how well someoneis able to
integrate a number of complex tasks. In Shanghai, asin other provinces, content standards
are developed by an Education Commission. This commission devel ops the general
curriculum for the province, however each school has considerable autonomy in developing
its own curricula and setting up its own occupations in the vocational system.

Developing standardsis a highly political process. The development of standards that cover
both content and performance isin part a political task that will require a change in the
practices of the Ministry of Labor and Education Commission. The RIBB has formed solid
partnerships with both organizations so that the change process can occur as these
stakeholders work together to develop the system. To date, the Labor Ministry has stayed out
of the standards or criteria determined by multi-nationals operating in China. The RIBB will,
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however, orient itself toward those standards as they call for higher skills. Another part of
the political standard-setting process in which the RIBB plays a part is in the development of
trade unions and employer associations. RIBB staff are only “advisors’ in Shanghai.
Without stakeholder agreement they are relatively powerless to develop the social
partnerships on which mutually agreed upon standards rest.

Sustainable and Flexible Financing

The costs of RIBB and the dual system being developed are currently shared between the
Chinese and the German governments through development aid. The sale of productsisa
minor source of financing. No information is available on the cost for each individual, as
these costs are yet to be developed. The German government, through the GTZ, pays
different amounts for the three institutes. The Shanghai RIBB has already received 10
million marks for two 3-year periods. It will receive another 3 million Marks for the last
period, which startsin 1997. Thislargely supports the costs associated with bringing
German experts to China, and Chinese experts to Germany, as well astools, computers,
networks, and various materials. The Government of Shanghai is matching this contribution
in avariety of ways. Asthe new Vocational Education and Training act of Shanghai steps
into effect over the coming years, one can expect that Chinese firms will start to pick up
some of the costs associated with the dual system. The law recommends that firms be willing
to train or, in the event they are not, to pay a proportional tax.

Replicability

Although the initial pilot agreement between GTZ and Chinaislimited to developing three
institutes based on the BiBB model, current plans are in the works to develop one or two
similar Institutes in other provinces. A current question is whether to go next to more
devel oped provinces such as Canton or to poor and largely rural provinces.

Economic and Social I mpact

RIBB is changing the conceptualization of education, training, and employment in China.
As RIBB works with Chinese counterparts to develop laws and new social partnerships
among employers, schools, government, trade unions, and youth, it is transforming a several-
thousand year-old tradition of what work means to an individual and society. Thischangeis
anecessary part of bringing Shanghai fully into the global economy.

Chinese policymakers believe the dual system will help them achieve economic growth.
Given their choice of the dual system over othersin the world, Chinese policymakers likely
believe that it will help them achieve the economic growth they desire. The system prepares
people so they have high-level skillsin occupations that are in demand in the global
economy. |f RIBB and institutesin other provinces succeed in their missions of developing a
dual system, they will have been instrumental in developing a means for Chinato become a
world leader in quality and technical innovation.
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Shanghai policymakers place special emphasis on increasing the skills of women and girls.
Asthe system being developed by RIBB and Chinese policymakers and practitioners places a
specia emphasis on increasing the skills of women and girls, thiswill likely improve their
status and earning power in Chinese society. According to interviews with arepresentative
from the Shanghai RIBB, many women in Shanghai can be found in leadership positions,
such as superintendents of schools and regional enterprises. However, asin most countries
throughout the world, no women are found in the highest-level leadership positions such as
those found in the Shanghai’ s Congress or top levels of government.

Environmental education and planning is emphasized in curricular materials.
Environmental education and the implementation of environmental goalsin curricula,
training programs, and textbooks are highly emphasized by RIBB.

Developing the RIBB also encourages the transfer of technology among Ger man technology,
tools, and materials, and Chinese schools, trainers, and employers. Technology is being
transferred through computers and computer networks, as well as through experts, various
tools, and equipment imported by RIBB.

Contact Information
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REGION: Asia

Egypt
Social Fund for Development

Case Overview

The Socia Fund for Development (SFD) is an initiative of the Egyptian government to
identify, fund, and support community initiatives in workforce development and community
development. In response to hardships created by a national program of economic
readjustment that included substantial reductionsin the public sector workforce and by the
Gulf War, in the early 1990s the Egyptian government identified the need for a
comprehensive initiative to generate productive work opportunities for poor and working
Egyptians. Thisinitiative was named the Social Fund for Development (SFD) and sought to
draw on Egypt's traditions of entrepreneurship and community bonds to facilitate a new
resurgence in community economic self-help.

SFD was created by presidential decree in 1991 as a government-administered
comprehensive initiative. SFD works with nongovernmental organizations (NGOSs) to design
and implement a variety of projects that will directly improve infrastructure, create jobs,
increase worker skills, strengthen community social services, support microenterprise, and
assist workersin transition. SFD has three main objectives:

To reduce poverty through supporting employment generation and community
development.

To mitigate the possible negative impact of the Economic Reform and Structural
Adjustment Program (ERSAP).

To provide assistance to the Gulf returnees.

Five programs were set up within SFD to achieve these objectives:

Public Works Program (PWP) to support construction projects, especially labor-intensive
works, to increase infrastructure and provide jobs.

Community Development Program (CDP) including support for microenterprise and
community based social services. Education and training make up 42 percent of CDP
activities.

Enterprise Development Program (EDP) to grow new and existing enterprises through
accessto credit and technical assistance.

Labor Mohility Program (LMP) to assist the nearly 40 percent of public sector workers
made redundant by restructuring to move into the private sector. LMPis currently being
expanded to redeploying workers in private enterprise affected by trade liberalization and
to helping small and medium-sized businesses improve their workers' skills. These new
efforts will include an early retirement program, financial assistance to start new
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businesses, and retraining. The main divisions of training will be marketing,
maintenance, quality control, technical, and entrepreneurship skills.

Institutional Development Program (IDP) to support the SFD secretariat and to monitor
the SFD’s effect on poverty.

NGOs, community organizations, and other groups apply to SFD for funding of specific
projects under one of these programs. SFD then eval uates the proposals and funds projects
that meet a series of criteria. NGOs design and implement the projects according to local
needs and priorities, with SFD acting as a coordinating and assisting body.

A review of SFD’s progress conducted by the Egyptian government in 1994 concluded that
the SFD has been successful in meeting its goals during its first 3 years (1991-1993). A
December 1995 World Bank staff evaluation found that the first 2 years of full operation
(1993-1995) had brought considerable achievements. More than 86,000 temporary and
229,000 permanent jobs have been created. SFD projects have significantly improved public
utilities through road building, water treatment and transport renovations, and increased
sanitary facilities. Hundreds of clinics, schools, and youth centers have been refurbished.
Some 8,369 individuals have received vocational training and 28 vocational workshops have
been equipped. Loans have been made to as many as 27,000 entrepreneurs. See “Economic
and Socia Impact” for details.

Why This Case Was Selected
SFD was chosen becauseit is:

Local-level NGO design and implementation with government support.

A combination of microenterprise support and formal-sector training.

Assistance and retraining to displaced public sector workers.

A large scale government initiative.

Autonomous.

Flexible and responsive to local level needs using a participatory, self-help philosophy.
Employing and refining a strong evaluation and monitoring system.

Proven to have had substantial economic and social impact.

Background

In the early 1990s, falling oil prices and the Gulf War created difficult economic conditions
in Egypt. To pull the country out of these difficulties, the government implemented ERSAP,
a broad economic adjustment program, with the support of the World Bank and the
International Monetary Fund.

Although ERSAP has been successful in stabilizing the economy, the problems of ahigh
poverty rate and a high unemployment rate persist. According to the World Bank, between
20 and 30 percent of Egyptians live in poverty. The unemployment rate, adjusted for
underemployment, is nearly 21 percent (1994). Eighty-five percent of the unemployed are
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between 19 and 29 years of age, and most are recent graduates. Public sector employment
rates are high; more than one in three Egyptians is employed by public sector (including the
armed forces), which has led to high rates of redundancy. More than half of Egypt's gross
domestic product (GDP) originates in the public sector according to the CIA database. This
heavy reliance on the public sector and on public sector employment has created a heavy
burden for Egypt and has been one of the major factors behind economic stagnation and
rising unemployment. Y et, the CIA database notes that there is a shortage of skilled labor in
Egypt, with 2.5 million Egyptians working abroad (1993). Coupling this with the high
unemployment rate, there is alarge pool of potential workers and a need for skilled ones that
Egypt can use as aresource if it can properly train them.

SFD is a series of initiatives to remedy these problems by tapping the dynamism of Egypt's
entrepreneurs and community organizations and helping them succeed in rebuilding their
physical plant and their people's skills.

L eader ship and Accountability

Autonomy and accountability in management. SFD was created by presidential decree and is
an autonomous agency with ahigh degree of flexibility. Managerial autonomy in decision
making, procurement, and disbursements was hailed by the World Bank as one of the major
factors behind SFD’s success. Thisindependence frees SFD from bureaucratic structures
that normally hold up evaluations and disbursements. The World Bank was impressed with
the clearly delineated lines of responsibility and accountability in the administrative structure
and the clear no-nonsense management style of the staff.

Involvement and commitment of government agencies ensures coordination. SFD reports
directly to the President of Egypt, and is steered by the Board of Directors (chaired by the
Prime Minister with eight ministers and seven private sector representatives). The presence
of ministers ensures that duplication with other government projects does not happen and that
projects meet government priorities. Private sector members eval uate projects and
establishes al manuals and guidelines for projects. In thisway, the priorities and funding are
steered by those closest to the market and the demand for labor.

Demand-Driven Design

Local NGOs empowered to identify and address needs and solutions in their community.
Working with NGOs, SFD identifies the mgjor problems facing the poor and facing workers
affected by restructuring. Because SFD relies on and assists local NGOs and communitiesin
creating their own projects to meet local needs, projects directly reflect what is needed by
Egyptians right now and empower NGOs and local communities to design and carry out their
own solutions. Those who are being empowered to design and implement projects were
traditionally disenfranchised; now they are helping to create a whole new dimension to social
stability and reform.
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The CDP was designed to finance income and employment generation activities and
improvements in the delivery of essential servicesto poor communities. CDP has been able
to mobilize the resources of local groups through a participatory approach that encourages
them to undertake self-help activities to alleviate poverty (adramatic departure form the
traditional reliance of communities on the public sector to alleviate their problems).
Community groups are involved in project selection and design, and over time have moved
into financing projects themselves because they felt a sense of ownership over the work.

Curricula respond to the needs of the trainees. CDP has established an adult education
program that teaches basic skills such as mathematics. These classes have enabled women to
learn math and apply it to starting microenterprises that supplement family income.
Communities in Upper Egypt have indicated that vocational training provided by CDP has
been important in developing the skills of young people and has brought them increased
employment opportunities.

Moves large numbers of redundant public sector workersinto private sector employment.
LMP focuses on stimulating demand for workers in the private sector and on retraining
redundant public sector workers for work in the private sector. For example, in Alexandria
Shipyard, LMP retrained redundant workers as certified welders at a cost of LE3,500"
(approximately US$1,015) for each worker and increased their productivity 300 percent.
LMP has implemented 15 demand-led training projects through private sector and union-
owned training facilities. The training institutions identify jobs and then used SFD fundsto
train workers for these jobs. Thus, the placement rate is 100 percent. These projects place
about 2,000 unemployed graduates in permanent jobs (average training cost is LE1,500
(approximately US$435) for each trainee).

Project selection criteria are market-driven. The selection criteriafor funding a project are
multifaceted, extensive, and tied heavily to expressed needs and demands of SFD, the private
sector, and the local community. Some points of evaluation include level of community
participation, plan for sustainability, clear target themes, conformity with national planning,
rigor of implementation, potential to achieve objectives, and criteria specific to the activity
being undertaken.

Open Access

The many projects of SFD are geared to the poor and the entrepreneur at both community
and individual levels. SFD, as explained in the section “Public-Private Partnerships,” has
taken great pains to bring in a diversity of communities and NGOs and to spread the net ever
wider.

In addition, SFD targets women. Twenty-five percent of EDP |oan beneficiaries are women,
a higher percentage than in the general Egyptian entrepreneurship population.

* Asof April 1996, LE1=US$0.29
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Continuous I mprovement

Project monitoring is done through evaluating implementation, outcome, and target
effectiveness analyses. I|mplementation progress tracks how well SFD is delivering goods
and services through its projects. Outcomes are tracked to assess how well targets and
objectivesin anumber of categories are being met. The output categories are periodically
reviewed and adjusted to reflect current priorities. Currently, they are:

Kilometers of potable water networks.

Kilometers of rural roads improved.

Number of health awareness campaigns.

Number of peoplein adult literacy classes.

Number of microenterprise loan recipients.

Number of small entrepreneurs helped.

Percentage of female among community development direct beneficiaries.
Temporary jobsin person-years.

Number of permanent jobs.

The targeting effectiveness monitoring system tracks which groups and individuals are
benefiting from SFD monies and how well the allocation matches intended targets. This
impact monitoring is done through surveys and assessments of the progress of beneficiaries.

The monitoring system is currently being upgraded through a new World Bank grant and will
include pyramidal data collection and reporting on approval and disbursement indicators,
Sponsoring agencies maintaining records of outputs delivered and to whom (output and
beneficiary profile data), and four-tiered sampling methodology to analyze newly gathered
data. It isexpected that a database will be maintained and that results will be reported in a
matrix form to give an overall profile of SFD’s progress.

SFD also prepares monthly progress reports by region and sector; these include:

Subprojects presented, appraised, in execution, completed, and evaluated, including the
number of projects and beneficiaries, amounts committed and disbursed, and average cost
of each beneficiary by project.

Sources of funds for each subproject.

SFD staffing.

Operating costs.

Independent information is provided by financial and technical audits.

Public-Private Partner ships

SFD executes projects in conjunction with government agencies, NGOs, and commercial
banks. Partner agencies submit proposalsto SFD; these in turn are then extensively
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evaluated for harmony with regional priorities (set according to poverty and community
demand), project-specific criteria, technical feasibility, and potential impact.

NGOs are the main partners with the government in SFD, managing more than 50 percent of
funds approved for CDP subprojects and at least 40 percent of funds for EDP subprojects.
NGOs provide the essential link to communities and are the conduit through which
communities can articulate their concerns and needs to the government. The participating
NGOs are diverse, from religious groups to the Egyptian Red Crescent to the Family
Planning Association. Larger NGOs have now taken on a mentoring role to bring smaller
groups into the partnership.

Sustainable Financing

Diversified donor funding sources are combined with government investment. In addition to
government funding, donor interest in SFD has been very strong, likely because of its
demonstrated efficiency and its explicit goals of helping the poor. Donors have included the
European Union, Denmark, Germany, the Netherlands, the Arab Fund, the Kuwait Fund,
China, India, and the World Bank. Total funding through June 30, 1995, was US$444
million.

The SDF strives for self-sufficiency through fee for service. Some parts of SFD are moving
toward self-sufficiency. For example, EDP expects that during the next few years it will
begin to charge fees for its services to banks and entrepreneurs in order to cover its lending
and administrative costs.

Economic and Social I mpact

The World Bank Staff Appraisal Report included three vignettes that captured the economic
and social effects of SFD. Two are presented below:

How the SFD Has an Impact on the Poor

“The small dusty village in Fayoum lies close to the edge of the cultivated
area, where green gives way to desert. At thetail-end of awater distribution
system running from a canal bringing Nile water, the village receives alot of
contaminated water which has already passed through other places. SFD
helped residents to build a waste water treatment plant constructed with local
materials. Labor accounted for over 50 percent of the cost. The villagers
contributed almost 25 percent in cash. In the same village, the SFD helped
develop a community center and runs awomen'’s adult literacy program. The
literacy program has been helping young girls who have dropped out of school
due to family financial pressuresto learn reading, writing and arithmetic. In
another part of Fayoum, ayoung businessman with support from SFD has
created employment opportunities for 10 women by setting up a small
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business to clean and repackage agriculture products. The businessman
himself is not from the poorest group of residents but his employees are.”

Harnessing Egypt’s Talent for Entrepreneurship

“Gala (name changed) leaves the shop area and, despite that he has lost aleg,
goes rapidly up a set of steep stairsto hisworkshop. His small businessin the
market area of Aswan isthriving: he employs 10 people making clothing.
Thiswould have seemed an impossible dream when he joined the
handicapped training program jointly offered by the SFD and the Ministry of
Social Affairs. He completed histraining and qualified for asmall loan under
the productive families subproject supported by SFD’s community
development program. His business continued to grow and he has expanded
with aloan from a bank through SFD’s enterprise development program. SFD
support has helped this determined individual, and, through him, also his 10
employees.”

Progress has been made in a wide range of measures. Initsfirst 3 years of full operation
(1993-1995), SFD has achieved measurabl e results on its outcome targets. A snapshot of the
many results shows over 86,000 temporary and 229,000 permanent jobs have been created,
benefiting more than 8 million people directly and indirectly. Environmental infrastructure
has been improved, including 18 new wastewater networks, 114 new artesian wells, and 417
kilometers of new roads. Hundreds of clinics, schools, and youth centers have been
refurbished. Some 27,809 small capital |oans have been made to families to increase their
productivity. At least 39,000 new enterprises have been spawned.

A recent World Bank study found that SFD has created 50,000 to 70,000 jobs each year,
which isamost 25 percent of annual nonagricultural jobs created. Thiswas achieved
without crowding out the private sector, but primarily by supporting small enterprises which
previously had no access to credit from banks. Thisjob creation happened with expenditures
equivalent to only 0.2 percent of GDP, or about 6 percent of annual donor flows to Egypt.
The World Bank reports that this job-creation cost compares favorably with other countries.

On adetailed level, individual components of SFD have show substantial success. CDP has
established and equipped 28 vocational training workshops serving 8,369 individuals.
Communities have requested continued provision of these vocational training services. CDP
credit operations have provided access to capital to 27,657 individuas who would not have
had access otherwise. LMP has moved slower than expected because of the dower level of
privatization, but has still provided assistance to 3,000 workers including retraining and
recertification. This number should rise to 10,000 by the end of 1996.

The SDF improves social stability. Other benefits of SFD have been realized and are
expected to expand given new World Bank investment. Benefits are likely to include raising
of incomes of amillion people, creating significant social and economic infrastructure in
poorer communities, stemming rural-urban migration by bringing opportunity to rural aress,
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and empowering NGOs and local communities to submit and carry out their own projects
according to local needs.

Contact Information

Human Resources Division

Middle East Department

Middle East and North Africa Region
Organization: The World Bank
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Self-Employed Women'’s Association

REGION: Asia

Ahmedabad, India
Self-Employed Women'’s Association

Case Overview

The Self-Employed Women's Association' (SEWA) is a registered trade union of self-
employed women who have organized to improve their skills through training, press for
protection of their rights, and further the acceptance of women’s economic participation.

SEWA was founded in 1971 as an association within the Textile Labor Association (TLA),
which was founded by Mahatma Gandhi, after a survey conducted to probe the complaints of
women tailors against exploitation by contractors pointed out the problems of unorganized,
self-employed women. 1n 1981, SEWA became independent with a mandate to support self-
employed females who were essentially unprotected under labor laws, had few resources,
lacked employment security, and were at the mercy of contractors, money lenders, and the
police.

SEWA's objectives are to:

Support women’ s self-employment through training, access to credit, cooperatives, and
activism.

Secure legal protections for women workers.

Press for higher incomes and better working conditions.

Increase the vocational, organizing, and articulation skills of its members.

Act as aliaison between self-employed women and government agencies.

SEWA conducts a number of activities to support its self-employed female members.
Activitiesinclude lobbying for better legal protections, creating training programs to upgrade
vocational and management skills, starting cooperatives, providing access to credit, holding
classes to inform women of their rights and survey their needs, and acting as a liaison with
the government.

SEWA'’s members who benefit from these activities include women working in awide
variety of trades, such as agricultural laborers, handcart pullers, carpenters, vegetable

! Based on the case study “Training For Women in the Informal Sector: The Experience of the Self-Employed
Women's Association (SEWA), Ahmedabad, India” by Usha Jumani, published in Training for Work In the
Informal Sector, Fred Fluitman, ed., International Labor Organization, 1989. Additional material was obtained
from “Education and Training for the Informal Sector: India’” by Keith D’ Souza and Liza Thomas, published in
Education and Training for the Informal Sector, Vol. 2: Country Studies, No. 11 (March, 1995), Overseas
Development Administration.
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vendors, and bidi rollers. Most of the women are middle-aged. Many are widows and the
principal economic support for the household. All are self-employed and poor.

Why This Case Was Selected
SEWA was selected because it:

Serves a population of the most disenfranchised.

Uses a cooperative leadership model that draws from its membership.

Focuses on developing all aspects of its membership, including economic, democratic
participation, political awareness.

Provides training in avariety of skills, both trade-specific and portable.

Combines training and policy activities.

Isflexiblein its offerings and clearly identifies and meets the target population’ s needs on
an ongoing basis.

Takes aleadership role in changing the conception of the value of women’'s economic
participation.

Is a comprehensive combination of labor union, women’s cooperative, pressure group,
liaison, educator/trainer, and banker.

Background

The World Bank classifies India as alow-income country. According to the United Nations
Educational, Social, and Cultural Organization (UNESCO), the primary school attendance
rate hovers close to 100 percent and is 90 percent for women, but the primary pupil/teacher
ratio is 63:1, one of the worst in the world. Secondary school attendance rate drops sharply
and is 44 percent overall and 32 percent for women. The 1990 literacy rate in Indiawas 46
percent overall according to UNESCO, but only 34 percent for women. These statistics paint
the picture that many women are not receiving the basic education they need to be viable
participants in the economy, including basic literacy and numeracy. SEWA attempts to
provide this lacking foundation to its members, many of whom are illiterate, through its
training and activism projects.

India has historically been a nation of strict socia structures, and women have often suffered
from oppression. Women face avariety of socia barriers, including a history of female
infanticide and the burden of dowry expenses. The women who comprise SEWA are
invisible for avariety of reasons. they work in the informal sector, women's economic work
is considered to be of little value, and they are easily taken advantage of for socia and
economic reasons. |n addition, many are widowed or abandoned, a position with little social
standing. Thus, the problem facing SEWA was how to improve the situation of this specific
workforce. SEWA committed to making change through lobbying and group pressuring, as
well as organizing and training, to bring about the recognition of these women as workers
and then press for their rights and protections.
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India's economy is amixture of traditional village farming, larger-scale agriculture,
handcrafts, modern industry, and support services. The 1995 CIA Factbook reportsthat a
large share of the population, perhaps as much as 40 percent, istoo poor to afford an
adequate diet, and hundreds of millions are in desperate poverty. Y et, the Factbook also
reports that production, trade, and investment reforms since 1991 have provided new
opportunities for Indian businessmen and an estimated 100 to 200 million middle-class
consumers. Indiais considered to have a strong entrepreneurial class to take advantage of
these reforms. SEWA women are part of this entrepreneurial class and the types of support
SEWA is providing can be amajor factor in helping women take advantage of these new
business opportunities and the burgeoning consumer sector to bring themselves and their
families out of poverty.

L eader ship and Accountability

A dual philosophy of equitable legal protections and economic access. The philosophy
underlying SEWA’s mandate to promote women’s self-employment is simple; women
deserve the same legal protections as other workers and the same respect for their economic
activity. In addition, SEWA feels women need support from one another and freedom from
middleman expl oitation through access to materials and capital. Finally, SEWA sees skills
improvement at the core of creating high quality products that bring in cash sales and
creating self-sufficient traders. SEWA realizes that it should act as a conduit for its members
to have access to the materials, training, and support they need to be productive and
successful members of society.

Drawing leadership from membership. SEWA members elect their leadership. Every 3
years a representative council is elected. This council in turn elects a 25-member executive
committee. SEWA'’s president is €lected from the trade group that has the largest
membership. By choosing women to lead them from their ranks, SEWA ensures that the
leadership is not only connected to the members' needs and concerns, but that they are
people who have experienced firsthand the conditions and challenges self-employed, poor
Indian women face.

Social and economic activism start at the top. SEWA organizes its members to press for
higher incomes and better working conditions. SEWA defends its members against police
harassment and exploitation by middiemen. In addition, it provides support through a
women's bank, a skills training program, a socia security scheme, and production and
marketing cooperatives. SEWA and its members are accountable for their successes and
failures. If they don't do well and adapt to change, neither survives.

SEWA' s |eadership treads where others fear to go. For example, on the basis of a survey of
women in 15 villages in the Debdholera region, SEWA identified women who were already
involved in activities such as spinning, dyeing, and cleaning raw wool. Even though weaving
was traditionally considered a man’s job and women were only allowed to help in pre-
weaving preparation, SEWA decided to offer training to help women develop skillsin
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weaving and pottery making. SEWA overcame initial barriers such as men refusing to train
the women in weaving and was able to start 10 weaving centers within a year.

Demand-Driven Design

In this case, the self-employed women compose the demand side of the equation. SEWA
conducts industry-specific groups of women to discuss the problems they are facing and how
to collectively solvethem. SEWA designsits activities and provides training to serve these
needs and upgrade skills and thus the quality of products to better meet market demand.

SEWA concretely serves the needs of its members in appropriate ways.

1. Ongoing process to strengthen members. By organizing and lobbying for the long haul,
SEWA looks to develop the capacity of its members for confidence, leadership, and
awareness of their socioeconomic environment. SEWA conducts classes to teach its
women what their rights are, how to organize themselves, and how to press for
enforcement of their rights.

2. Working at multiple levels. Local SEWA officials go directly to the members and assist
them in arriving at solutions to the specific problems they face, often within trade groups.
At the intermediate level, SEWA works with implementing agencies (usually
government) to help members gain access to existing services (such as banking, market
space, health care, and insurance). At the international level, SEWA works to stimulate
an understanding among organi zations of the role they can play in supporting its work.

3. Focus on developing human resources. SEWA works actively to develop al aspects of its
membership (and human resource) base through training in two arenas. organizing
workers and training for income generation. In organizing workers, SEWA runs classes
to raise awareness of women concerning their rights as workers and the steps they can
take to frame laws and press for legislation and its enforcement. In income-generation
training, SEWA conducts programs in specific technical, vocational, and management
skillsto improve productivity and income, from account-keeping to choosing quality
materials to innovating crafting techniques. The combination of these two approaches
creates atype of holistic development that devel ops the economic, social, and civic
capacities of women.

4. Employment of appropriate training methodologies. Because most of the women cannot
read or write, video is an important training medium. SEWA has worked to adapt
training methodol ogies to the target group, expressing often complex legal and ethical
points in ways that women can easily understand and act upon. This often involvesthe
employment of analogy, repetition, and short duration. For example, the women cannot
be absent from the home for long, hence training is conducted in short bursts and they are
usually remunerated for lost work time. Learning is task-oriented and takes place through
doing because most of the women have had little formal education and are not
comfortable or familiar with a classroom environment. In addition, training relates
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directly to the women’ s experience and the problems they encounter, and is often led by
other members.

5. Bringing women together in training camps. All training is organized in camps, thereby
bringing women who are often isolated in the home together to share their problems and
identify common solutions. Women work with facilitators to strengthen their verbal and
problem-solving skills, by role-playing their responses to questions such as “How will
you organize a demonstration to press for freer access to market space?’ and “What will
you say when you come before the labor commission about your complaint?’ Vocational
training also takes place in groups to foster a sense of cooperation and join resources to
improve everyone' s situations.

6. Sarting cooperatives that pool resources and talents. Milk societies were monopolized
by men and the upper castes when in 1978 SEWA started adairy cooperative for women.
SEWA helps women form the cooperative and provides them with technical help,
management skills, training, access to working capital, and linkages to large cooperative
movements. The cooperatives then become self-sufficient. Currently, SEWA sponsors
more than 60 cooperatives.

7. Providing accessto credit. The problems women face in obtaining finances for their
enterprises prompted SEWA to start a bank with membership dues money. The bank
provides loans to members, a conduit for national banks to help small clients, safe
custody for members’ cash, training in banking to members, and technical help in
marketing goods, production, and sales services.

Open Access

SEWA works with a specific population: self-employed women. For that population SEWA
is accessible, as membership fees are low and benefits numerous. Membership fees are low
to ensure that women can join, but are required so that women must make a clear and
articulated financial and personal commitment to the union.

Continuous I mprovement

Research in members' needs leads to program improvements. To formulate its training
activities, SEWA always conducts research and surveys in the target population to find out
what specific problems are being encountered. For example, SEWA found that the biggest
issues among bamboo workers were access to raw materials (middlemen charged outrageous
prices and were the only source) and storage of large and bulky raw materials that had to be
kept high above ground during monsoons. To complicate matters, designs were crude and
markets limited to the low income. SEWA then designed solutions based on this research,
including a skills upgrading course to elevate crafts and product quality and thereby open up
higher-end markets. SEWA is constantly reviewing its offerings and changing to meet new
needs that it finds in its member populations.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Self-Employed Women'’s Association

Practical indicators of quality provide daily “ reality checks.” The indicators of success and
failure in SEWA' s training and banking activities are quite practical. The activities must
help women increase their incomes, skills, and economic standing. In other business matters,
success is achieved by enforcing legal protections, decreasing the stranglehold of middliemen
and police, and increasing the status of women and the worth of their work.

Public-Private Partner ships

Employer and organization are one. In this case, women are the employers and their
interests are the foundation upon which SEWA, the partner organization, is built. SEWA
fights to help its members with whatever prablems they have, ranging from stopping police
harassment of pushcart operators, or middlieman exploitation by controlling the flow of raw
materials, to improving basketweaving techniques.

Partnership with the government to enforce and extend legal protections. SEWA actsasa
liaison between its members and the public sector, demanding enforcement of existing laws,
helping generate new ones, and bringing the complaints of its members to the government.

Sustainable Financing

SEWA fundsits activities through membership dues (Rs.5 annually for each member?) and
TLA monies. SEWA has also been supported by international agencies, the state, and
national bodies.

Replicability

In many parts of the world women are in similar economic and social situations. Many
features of SEWA'’s collective model, including training methods, trade organizing groups,
cooperatives, banks, and activist steps can be applicable to other regions where women and
other minority and disadvantaged groups are looking to empower themselves and learn a
variety of skillsto improve their lives.

Economic and Social I mpact

Srength in number: training and microenterprise. In 1992, SEWA was working in 101
villages in the Ahmedabad district, including with 95 self-managed savings and credit groups
and more than 60 sponsored cooperatives. In 1992, SEWA had 41,887 members (all of
whom pay to belong) and seven trade committees for specific occupations. As of 1992,
SEWA had conducted training for 8,650 women in awide range of trades. SEWA's
employment training activities have spread beyond Ahmedabad.

Advances in the enforcement of legal protections. SEWA has directly achieved a number of
legal protections for women, such as getting vendoring declared a fundamental right by the

2 US$1=31.374 Indian rupees (Rs) in January of 1995.
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Supreme Court and thus freeing women from police harassment and alowing them to
eventually earn ahawker’slicense. In addition, innumerable intercessions and negotiations
with government agencies and others have improved women'’s access to services. Finaly,
SEWA'swork has also changed some attitudes toward women and women'’s productive
work, and has broken down traditional barriers.

Contact Information

Self Employed Women's Association
SEWA Reception Centre, Opp. Victoria Garden
Bhadra, Ahmedabad 380001
Gujarat, India
Phone: 91-79-5506477
91-79-5506444
FAX: 91-79-5506446
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REGION: Asa

Malaysia
Penang Skills Development Centre

Case Overview

The Penang Skills Development Center (PSDC) is an industry-led training center for the
manufacturing industry in northern Malaysia. In September 1987, the American Business
Council met to discuss the skilled manpower shortage problem for the manufacturing sector
in Penang. Subsequently, the then Chief Minister of Penang, YAB Datuk Lim Chong Eu, the
state government, and the Penang Development Corporation initiated a series of meetings
with the CEOs of magjor manufacturing companies to discuss the establishment of a
contemporaneous skilled manpower training center in Penang. On April 12, 1989, a Protem
Management Council was elected for the Penang Skills Development Centre, a nonprofit
organization, and it held its first meeting on May 3, 1989. The council obtained the support
of 24 companies which agreed to become founding members of PSDC. PSDC offered its
first 16 coursesin 1989 with 309 participants. PSDC continues to serve workers, mostly
from the northern part of Malaysia, with nearly 60 employer members and more than 250
courses and 4,400 trainees in the last year alone. Many multinational corporations participate
in PSDC, such as Advanced Micro Devices, Hewlett Packard, Intel Technology, Motorola,
National Semiconductors, and Sony Electronics.

PSDC's short-term objectives are to:

Meet the immediate training needs of PSDC's members.

Establish a mechanism to coordinate and utilize resources available from industry and
institutions.

Position PSDC to be the leading training institution in Penang and to be self-sufficient
financially.

Work closely with the state and federal governments on the implementation of the Human
Resource Development Fund.

In the long-term, PSDC is committed to:

Providing pre-employment training for school leavers.

Promoting vocational and technical careers.

Positioning itself as aleading training institution in the Northern region and establishing
strategic aliances with other training organizations.

PSDC has three main activities. It offers courses for workersto continually upgrade their

skill level to keep pace with technological progressin factory automation and manufacturing
processes. The instruction offered in these courses raises the educational level of the existing
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workforce to prepare its members for the needs of the factory of the future. 1n addition,
PSDC provides pre-employment training to prepare the future workforce for occupational
competence. Finally, PSDC provides training consulting services to interested firms and
organizations.

PSDC has steadily increased enrollment rates and the number of offered courses over its
seven years of operation. Placement rates for graduates are 100 percent and thereisa
demonstrated increase in worker income after training. PSDC has established that
considerable technology transfer and training transfer (student to other workers) has occurred
fromits activities.

Why This Case Was Selected
PSDC was chosen as a case study becauseit is:

Industry-led.

Sustainable and self-financed.

Strong in technology transfer.

Preparing both skilled and semiskilled workers for high technology employment.
Using a portable, multi-skilled curriculum.

In addition, PSDC has shown measurabl e results and been successfully replicated.

Background

Malaysia began its life as afederation in 1948. 1n 1957, the Federation of Malaysia became
an independent state with its own constitution. By 1963, the Federation of Maaysiaincluded
Malaya, Marawak, Sabah, and Singapore, the latter of which became independent in 1965.
By 1980, labor statistics showed that income distribution was still widely unequal, but that
some progress had been made toward equalizing economic opportunities. Underemployment
and unemployment were considerably higher for the country’ s Malays than for Chinese or
Indians, and Malay women were 75 percent more likely to be unemployed than men.! The
1995 CIA World FactBook reports that “the Maaysian economy, a mixture of private
enterprise and a soundly managed public sector, has posted a remarkable record of 9 percent
average annua growth in 1988-1994.” The official growth target for 1995 is 8.5 percent. This
growth has resulted in a substantial reduction in poverty and a marked rise in real wages.
Manufactured goods exports have expanded rapidly, and foreign investors have continued to
commit large sums in the economy. Unemployment isalow 2.9 percent. The PSDC effort is
part of the workforce development and industrial expansion investment that has led to
Malaysia s extraordinary economic growth.

! Frederica M. Bunge, Malaysia: A Country Sudy. Washington, D.C.: The American University, 1985.
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L eader ship and Accountability

Joint leader ship between the public and private sector. From PSDC's mission statement:
“With the rapid development of the manufacturing sector in Penang and the northern region,
the state is faced with new challenges in human resources development. Thereisincreased
demand for skilled and trained workforce to meet the stringent requirements of industry.
PSDC takes cognizance that human resource development for industry must be jointly
undertaken by the public and private sectors working in tandem.”

Using resources effectively. PSDC exists to facilitate effective utilization of resources
among manufacturing and service industries by providing training and educational programs
in support of operationa requirements, and to keep abreast of technological progress. Its
vision is to establish Penang and the northern region of Malaysia as a major manufacturing
center in the Asia Pacific. PSDC is anonprofit organization that serves industry and isled by
members who come from industry.

Industry is accountable. Drawn from industry, the accountable persons include the director
and staff, who report to the board. Although PSDC has been making a profit since itsfirst
course, PSDC feels financial successis not asimportant as whether PSDC' s programs
provide adequate support to industry.

Demand-Driven Design

Heavy involvement of industry at all levels. PSDC was Malaysia's first industry-led training
ingtitution. Industry, through membership on PSDC’s Management Council, determines the
training offered at PSDC and jointly fundsit. Thus, the courses and their content directly
reflect industry’ s needs in northern Malaysia. 1n addition, many PSDC members are
multinational firms. Students are trained on the most up-to-date equipment. Members, who
are also customers, ensure that PSDC remains true to its mission and vision.

Trainers fromindustry keep education current. Furthermore, PSDC trainers often come
from industry, bringing direct, up-to-date knowledge and experience. They are evaluated by
students at the end of their courses. In addition, certain trainers are evaluated by BTEC, the
certifying body that evaluates trainers for the Diploma in the Engineering program. This
ensures that instructors are both engaging and technically correct.

All stakeholders areinvested. All stakeholders have some investment, and thus some interest,
in PSDC. Students pay course fees or receive industry sponsorship. Member employers
provide equipment, supplies, trainers, and instructional input. Nonmember employers
provide equipment and supplies.
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Open Access

Diverse population enrolled. Most PSDC participants are less than 30 years old and fall into
amiddleincome level RM900 to RM 1500 a month (US$360 to US$600). Between June
1993 and March 1996, the ethnic breakdown of 9,677 students indicated 29 percent Malays,
59 percent Chinese, 11 percent Indian, and 1 percent of other ethnic backgrounds. Of these
participants, 68 percent were male and 32 percent were female.

Encouraging lifelong learning with programs for skilled workers. PSDC draws from
different populations and targets no particular group(s). The majority of the trainees come
from industry and are either employer sponsored or self-paid. These skilled workers attend
PSDC to update their skillsto stay current with the latest technology.

Preparing semi-skilled school-leavers for employment. The next major group (about 20
percent of trainees) are pre-employment school leavers. These semiskilled workers are able
to get the training they need to become fully versatile and fluent with the latest technology.
This group eventually becomes employed after acquiring the necessary skills.

Portability of Skills

Preparing a multi-skilled, flexible worker. PSDC focuses on vocationa and technical skills
and strongly believes that the key to success of Maaysia sindustry and its workersisto train
aworkforce to be multi-skilled and equipped to learn and change throughout the life cycle.
PSDC and other initiatives work together to provide training and education opportunities for
career advancement.

Needs analysis keeps up with emerging skills requirements. Once ayear, PSDC holds a
conference of its members to look at future trends and training needs. A training needs
analysisis conducted and used to prepare atraining calendar which is presented to the
training committee, and ultimately, to the management council for final approval. The
presence of so many different kinds of employersin PSDC’ s consortium ensures that skillsin
courses will be applicable to different types of work.

Continuous I mprovement

The industry members who are part of PSDC assess the quality of the centre’ s performance
by two criteria: first, by the student evaluations at the end of each course; second, by the
performance of member firms' employees. The performance is assessed by means of pre-
and post-training evaluations. The demand for the centre’ s courses is another indirect
measure of its performance, asis the continued participation of member companies.
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Public-Private Partner ships

Employers commit on a number of levels in anticipation of clear benefits. Employersare
often members of PSDC and are, accordingly, highly invested in its success. Members pay a
one-timefeetojoin PSDC. Full members pay RM 20,000 (approx. US$8,000). They may

a so supply equipment, supplies, and course instructors. Nonmember employers may aso
provide equipment and supplies. Member companies provide input into PSDC course
offerings based on their projected needs. For their investment in PSDC, employers receive a
guaranteed pool of skilled workers that they know will be have up-to-date knowledge about
the latest technology and techniques and will quickly integrate into their work environments.

Wide range of industries involved. The types of PSDC member companies give some
indication of the range of industries that participate in PSDC: Agriculture (1 member),
Consulting (2 members), Electronics (27 members), Engineering (10 members), Haulage (1
member), Medical (3 members), Packaging (1 member), Plastic (2 members),
Semiconductors (9 members), and Textile (2 members).

Government also commits to success. Despite heavy employer involvement, PSDC remains a
public-private partnership. The government provides PSDC facility and some operating
funds.

Sustainable Financing

Salf-financing through fees and fiscal management. PSDC is primarily self-financing
(through course and member fees) with some government support. The facility is owned by
the government, and PSDC can seek special funding from the government. Government
provides some operating funds. Government and industry provide lecturers. Industry
provides equipment and supplies.

PSDC's operating budget, which includes facilities maintenance and staff salaries, is not less
than RM 150,000 a month (US$60,000). The government contributes approx. RM 10,000
(US$4,000). The remainder is obtained from course fees. PSDC has collected RM2.1
million (US$840,000) in fees from courses and spent RM 1.6 million (US$640,000) for
expenses associated with those courses. Cost for each trainee varies depending on the type of
study. It beginsat RM2.50 an hour (US$1.00) for each person in technical programs and
runs less for those in non-technical programs. Expensive programs may be RM 6,000
(US$2,400) ayear for each of 3 years. Depending on the demand by industry, certain
consultants from the United States may be as high as US$3,000 aday. The operating budget
does not include capital investment or cost of programs, which vary year to year.
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Replicability

PSDC has been replicated in 11 other Maaysian states. In addition, the concept has been
exported to Mauritius, Mexico, and Thailand. It is considered a strong model for demand-
driven (industry) training that is focused and cost-effective.

Economic and Social I mpact

High enrollment, graduation, and placement rates. Graduation/completion rates are
approximately 95 percent. All graduates get jobs. Standard of living differences vary by
program. For instance, a basic machining course (1 year of training) would raise aworker’s
income from RM 700 (US$280) to RM 1000 (US$400). An advanced machining course (an
additional 6 months of training) would raise aworker’'s income to RM 1300 (US$520).

Thelevel of PSDC activity has grown steadily since itsinception. PSDC has offered:

Year Number of Number of
Courses  Participants

1989 16 307
1990 61 714
1991 104 1,572
1992 237 3,771
1993 164 2,402
1994 220 3,679
1995 225 4,408

Besides vocational skills, students are introduced to environmental practices such as waste
management as applicable to their fields of study. In Malaysia, occupational health and
safety laws deal with and help settle environmental issues.

Technology and technology transfer play an important role in PSDC training. Current
technologies are taught at PSDC using the most up-to-date equipment available from
industry. PSDC is able to keep up with the rapidly changing technology through its
partnership with industry in the provision of equipment, information, and expertise.

Through PSDC, technology transfer occurs from multinational membersto local companies
and from local companiesto smaller local companies. Memberswho aretrained at PSDC in
the latest technology bring that knowledge to their previous or new workplaces, thus
spreading it to firms of all sizes. In addition, PSDC is developing a Center of Excellence for
the purpose of growing and accelerating technology transfer.
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Contact Information

Boonler Somchit, Executive Director
Penang Skills Development Centre
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Bandar Bayan Baru
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e-mail: boonler@psdc.po.my
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Region: Asia

Manila, Philippines
I ntegrated Recruitment,
Training, and Placement Program

Case Overview

The Integrated Recruitment, Training, and Placement Program (IRTP) educates and trains
each year approximately 250 poor urban youth 18 years or older in the Makati district of
Manila (and other areas in the Philippines by placing them for three monthsin aregional
vocational-technical education center and for a subsequent three or more months with
employers. The purpose of the program is to help youth acquire the basic skills they need to
escape poverty. The IRTP isintegrated because it provides a range of support servicesto
youth, such as transportation, counseling, and scholarships.

The IRTP program was developed in 1991 by the Ayala Foundation to promote the
socioeconomic development of Manila's poor youth, 42 percent of whom drop out of high
school. Of those that do graduate, 80 percent do not seek higher education because they need
to find work or vocational-technical training to survive. Y outh in the program include out-
of-school women, the unskilled, and those who are somewhat disabled. Recent migrants to
the squatter settlements of the Makati area, Manila s financial district, till live away of life
based on nineteenth century agricultural subsistence. Inthe light of the skills requirements
for the twenty-first century, how can these relatively new urban poor sharein theregion’s
economic growth without being left behind?

The Ayala Foundation is funded by the Ayala Corporation, one of the Philippines’ major
developers. Foundation staff developed an integrated method which links scholarships, skills
training, placement, and community development into one comprehensive program of
support. From itsinception in 1991 to 1995, the foundation has trained 946 out-of-school
youth (of which 122 are women) in short courses and then placed them with various partner
companies, where they work alongside welders, heavy equipment mechanics, auto painters,
and shoemakers to help ensure that the skills youth gain match those needed in the
workplaces of the region. By matching demand and supply in Greater Manila s labor market,
the IRTP aims to ensure the immediate and full employment of all the trainees and the
economic growth of the region. Although the program began in metropolitan Manila, it has
since branched to Region 4 (the Laguna area) and the Calabar Zone. The latter is a group of
provinces which constitute the fastest-growing industrial zone in the Philippines. The
foundation is also starting the program in other areas of the Philippines, including the
Visayas and Mindanao islands.
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The objectives of the IRTP are to:

Assist poor, urban youth to acquire skills they need to be employable in the region and
escape poverty.

Stimulate economic growth in the region by increasing the ability of poor youth to access
good jobs.

Develop alocal labor market by building socia partnerships among employers, employer
associations, organized labor, schools, and government.

Hold the socia partners (and the foundation) accountable for doing their part in preparing
youth.

Develop and provide incentives to increase employer participation in the program.
Provide youth with other needed services that will enable them to participate in and
complete the training program.

Act as acatalyst in stimulating government to improve the quality of vocational and
technical education in the area.

Several features of the IRTP make it a unique program. As one of the country’sleading
employers, the Ayala Corporation has pledged its foundation to help the region’s economic
growth. To help the labor market function, the foundation brokers agreements among
employers, training providers, NGOs, and community agencies to work together to reach
consensus on what each will do to make an integrated program work. Once it has obtained
memoranda of agreements (MOAS) from the various “social partners,” the foundation
provides the necessary supports, such as transportation, training stipends, and help with
housing. At the same time, the foundation establishes a training fund, into which
participating employers pay a percentage of apprentice wages. In thisway, the foundation
plans to make its programs self-sustaining.

During the last 5 years, the IRTP has managed a 95-percent placement rate of the 946 trained
to date and put in measures of financial sustainability that should make the program
independent of the foundation. It has begun to organize employers, industry associations,
and other intermediaries into a network that can quickly respond to skill shortages which are
often acute as many Filipinos leave the country to seek better wages abroad.

Background

With a current population of 65 million, the Philippines population growth rate of 2.4
percent is now the highest in Southeast Asia. Despite 94 percent literacy rates' almost 50
percent of the population lives in poverty.? Although the Philippinesis still largely
agricultural, employment in this sector has steadily declined over the years as more and more
rural workers seek brighter futuresin urban settings. The National Capital Region (NCR),
richest of the 14 distinct regions that make up the Philippines, is the favored destination of

1 CIA World FactBook, World Wide Web, 1995.
2 USAID country background information.
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most rural migrants. The new arrivals are quickly absorbed into the ghettos of squatter
coloniesthat surround region’s 4 cities and 16 municipalities.

Mass poverty abounds in these squatter enclaves and unemployment hovers at 19 percent.
Out-of-school youth in this sector account for the bulk of unemployed. Without marketable
skills or resources to give them a head start, these youth are marginalized in the labor market.
The few jobs open to them are often in factories, working in mind-deadening, repetitive
tasks, with no social security benefits and wages below the minimum set by law. Large
numbers of young women workers, preferred by light industries such as electronics, food
processing, and garments, perform the lowest-paid jobs which offer little or no prospects for
advancement.’

Misguided public policy has made matters worse. Instead of improving matters for poor
Filipinos, alaw stipulating that on-the-job training must last at least 6 months exacerbated
the problem. Presumably to avoid paying higher wages for trained workers, most employers
train workers (at lower wages) for 5 1/2 months, letting them go just before they could be
considered “trained.” This policy helps create the thousands of “casual,” or migrant workers
who generally live under desperately poor conditions in miles of tightly packed squatter
enclaves which surround the skyscrapers of the Makati district.

A workers guild movement which contributed to the revolution in 1986, helped the country’s
new President Aquino mobilize guild representatives to join with the government and the
private sector to do something about the lack of opportunities for most young Filipinos.

Globalization of work has also affected the Philippine economy, which had been largely
closed to competition since World War |1.  Despite recent economic growth (5 percent in
1994), the benefits have not trickled down to the 50 percent of Filipinos who are desperately
poor. Following al15 years' average growth of 1.7 percent, most jobs are in the informal
sector, where, according to a USAID report, there is chronic underemployment and low
productivity.® Most of the region’s vocational-technical training centers are caught in atime
warp, preparing students with skills that are usually out of date and not meaningful to
companiesin the area. Not surprisingly, almost all the companies within the industrial zone
have their own in-company training centers, often importing workers from elsewhere.

The IRTP trains youth for better jobs with area employers, largely because youth are
ineligible as they do not meet the “maturity” criteria generally required for unsecured loans
required for small business. However, both government and NGO’ s are pursuing enterprise
development for women in the informal sector. Consequently, employment opportunities,
especially for out-of-school women, are limited to jobs as hired help of home-based, small-
scale enterprises. According to an evaluation prepared for the ILO®, the conditions under

® An Evaluation of the Ayala Foundation’s Women-In-Non-Traditional Trades (WINT) Sub-Program under the
Integrated Recruitment, Training, & Placement (IRTP) Concept. A Project Paper TK-622-43-95. Suzette
Perez-Pido, Development Manager, Ayala Foundation, Inc., Philippines.

4 USAID country background information.

® Suzette Perez-Pido.
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which they work there are far worse than alternatives that await them in the formal sector if
they had the necessary skills.

L eader ship and Accountability

The Foundation holds itself accountable for helping poor youth escape poverty. Foundation
staff emphasize that foremost in their minds is the tragedy of waste of human beings who
have no access to work or developing marketable skills. Their underlying philosophy isto
increase the quality of life of Filipinos such that they can work at levels above the minimum
wage and escape the poverty cycle. They have designed the program so asto try to ensure
that trainees have access to further skills development leading to a professional career path.
Thisis accomplished by means of athree-way partnership with employers, training centers,
and an intermediary—usually alocal community-based organization. The Ayala Foundation
serves as a catalyst only so that the program can sustain itself over time without the help of
the foundation. To ensure that standards for training are being met, planning has begunin
1996 to certify graduates. The MOA spells out standards governing each of the parties and
holds them accountable. Foundation staff recognize the difficulty of playing this role over
the long haul. They are hopeful that working with the various partner organizations
represented in the MOA will result in a structure that supports the partnership so that the
foundation can use its resources to start similar ventures in other needy areas throughout the
Philippines

Demand-Driven Design

The IRTP improves the capacity of employers and government-financed training centersto
prepare youth with the skills employers need. The IRTP promotes the functioning of the
local and regional labor market by attempting to eliminate the gap between skills needed by
employers and those provided by training centers. Foundation staff do this by bringing
employers together with schools, Ministry of Education officials, employer associations and
organized labor to form regional workforce development councils.

The IRTP uses a variety of strategies to achieve its purpose, such as:

1. Form atripartite relationship between employer, trainees, and foundation (later to be
replaced by the appropriate industry association).

2. Find aparticipating employer in need of workers with a particular skill and skill level and
build its capacity to serve as a partner.

3. Hold the participating employer responsible for providing the foundation with
information on current and projected skill requirements, make the final selection of
candidates for training, provide the training center with technical information so that a
tailor-made training curriculum could be devel oped; subsidize transportation costs of
trainees,; and agree to hire al trainees who meet the skill requirements at the end of the
training period.

4. Make use of financial incentives and penalties for not complying with the agreements
spelled out in the Memorandum of Agreement (MOA) If for some reason the company
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isunable to hire atrainee at the end of the training period, the employer agreesto
reimburse the intermediary and foundation for all training costs within 3 months. The
employer would also make automatic salary deductions from worker’ s wages to cover the
cost of training according to a prearranged, easy repayment scheme; and agree to monitor
workers and periodically assess who would be éligible for skills upgrading (career path).

5. Work with an existing training center which had qualified trainers and equipment. The
participating training center is responsible for providing the facility, qualified trainers,
training materials and equipment; conducting a trainability test for all trainee candidates
and developing training curriculum suited to the needs of the specific company, in
collaboration with company staff; including modules on “soft skills’ such as values
formation, team building, and proper work attitudes; billing the Ayala Foundation and the
intermediary for the cost of training; providing midterm progress reports and final
evauations to intermediary and participating company; and issuing joint training
Certifications of Completion for trainees who have satisfied the requirements and
standards of the training program.

6. Work with an intermediary, such as the Kabisig Workers Guild, to recruit trainees and
select and support them in accordance with the company’ s requirements. The
intermediary identifies and recruits potential trainees and takes into account the
geographical location of the participating company, its human resources development
standards, and other requirements; sends potential trainees to the training center for
testing; prepares a short list of potentia trainees for fina selection; conducts program
orientation, values training, team building, and proper work attitude sessions; maintains
and makes available to industry a database of skilled, semiskilled, and unskilled workers,
continuously monitors the progress of trainees; provides bridge financing for the cost of
training up to P5,000 (approximately US$125) for each trainee; provides any additional
linkages with other organizations to assure the success of the program; and monitors the
partners for compliance on issues such as worker safety and elimination of biases.

7. Draw up an MOA which lists the duties and accountabilities of each of the partners.

The IRTP is developing information on labor market needs by working with various
organizations. Information systems about labor market needs in the Philippines have yet to
be developed. For example, the National Economic Development Authority is beginning to
identify specific skill needsin growth industries. However, specific data are not generaly
available as regional manpower planning councils are still being set up and not yetin a
position to gather, analyze, and disseminate the required data. To compensate, the Ayala
Foundation is building a database of information on skill requirements and is working with
chambers of commerce to develop aregional information system on labor market needs.

Finding skilled trainersis a challenge as many skilled Filipinos leave the country for better
wages abroad. Many skilled individuals |eave the Philippines for better opportunities
abroad. Asaresult, trainers are in short supply, especially trainers who have been trained in
countries where more advanced technol ogies and processes are used in industry and training
centers. For the most part, trainers within training centers in the Philippines are not up to
industry standards. On-the-job trainers appear to be adequate. However, there appears to be
no reliable system for training of trainers.
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The program focuses on deliverables by testing for competencies that can be measured.
Trainees must pass atrade test for entry level. For some occupations there are certification
requirements. Trainees must meet the minimum requirements and certification requirements
where available, asin the case of welding. Trainees are also evaluated on the basis of their
actual performance. The biggest gaps are punctuality, absenteeism, and other skills
associated with work habits. This has resulted in the development of a behavior module on
values formation. Following the training, the foundation provides consulting services to
improve the quality of performance in the workplace. Because employers agreeto train and
then hire trainees (or €lse pay into the training fund), the skills youth gain can be considered
adeliverable. In general, however, there are no industry skill standards or training
certifications. Some of the companies interviewed, however, report they have obtained 1SO
9000° certification which would require training standards.

Open Access

The IRTP targets poor urban youth who can quickly gain the skills they need to gain good,
entry level jobsin the region. Urban poor youth 18 years or older are targeted for entry-level
positions that can quickly provide access to a career path and economic independence.
Employers agree to provide this access once the youth is trained, or €lse reimburse the
foundation some of its costs.

The IRTP attempts to eliminate gender bias. Although the MOA signed with employers and
training centers requires the removal of biases that differentiate men and women, foundation
staff report that some jobs, such those involving high degrees of manual dexterity in the
electronicsindustry, for example, are more successfully performed by women.

Portability of Skills

Devel oping workplace skills, as well as technical, and life-long learning skills that are
portable throughout the region is part of the program. Although the primary focusison
entry-level skills, the project’s MOA requires the provision of a career ladder and upward
mobility for participants. Participants learn about various “work” behaviors such as
teamworking, punctuality, and personal presentation in courses developed by the Ayala
Foundation. Because many of the participating companies have branches throughout the
regions, the project enhances the development of portable skills. For example, the EEI
Corporation in Manilareportsthat it “imports’ workers from various regions to meet
shortages. Lifelong learning is supported somewhat by means of the values formation
training module, which is provided as part of the 6-month training program.

61509000 isan organization which sets worldwide standards for products, processes, tools, and, in some cases,
training. The organization islocated in Geneva. It coordinates the work of approximately 100 member
countries that agree to the norms set out in the standards. The United States is represented by the National
Ingtitute for Standards and Technology which is a part of the U.S. Department of Commerce.
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The IRTP connects employers with another social partner, the schools, to improve their
quality. IRTP links directly with vocational training schools within the region. For the most
part, the curriculum and teacher skillsin these schoolsis severely outdated. By contracting
with such a school, the link with the employers and the Ayala Foundation influences the
public education system. Thisinfluenceisalso being felt by the Ministries of Education and
Labor with which the foundation works closely.

Continuous | mprovement

Foundation staff continuously monitor informally the performance of the social partnersto
track the progress of youth in the program. To date there appears to be no formal checklist
or systematic process for periodically tracking the progress of individual traineesin the
training process. However, foundation staff use an internal evaluation and monitoring system
by visiting participating companies once a month and conducting interviews with the
employers and trainees. According to foundation staff, if the company is not providing
training, the training is stopped. Foundation staff pay particular attention to health and safety
issues, and require the company to sign their consent in the event the training is terminated.

Public-Private Partner ships

Why employers gain by participating. Interviews with several employers revealed
experiences in which they trained workers only to lose them to other, often neighboring,
countries where wages are higher. These employers appear concerned about the flight of
skilled workers from the Philippines to other countries. Most of Philippines zones of
industrial growth are located where the Ayala Foundation has programs. Because IRTP
makes it possible for employers to share the cost of training with the public sector and the
employers' association, employers gain access to a pool of entry-level workers who have
been personally recruited by the Ayala Foundation and partner NGOs. These workers are
therefore considered less likely to leave the area.

What employersinvest to participate. Employersinvest by providing on-the-job training, as
well astools and egquipment for the training. Employers participate in developing the training
curriculum to be used, together with the training center. Employers agree to a minimum 2-
year contract hire as opposed to the prevailing 5 1/2-month training placement. Through the
MOA, employers also agree to remove sex-related bias and provide future skills upgrading
and career development opportunities.

The public sector plays an important role. The public sector funds regional training centers
which provide the first 3 months of training. Staff from the regional training center,
municipality, and other public sector employees participate in the regional Economic
Development Board which is becoming increasingly responsible and involved with programs
such as IRTP. The public sector also participates in the regional Economic Development
Boards and Authorities.

Sustainable Financing
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IRTP is designed to be financially self-sustainable, however it istoo new to be tested. IRTP
is financed in four ways: by government (which providestraining in aregional center), by the
participating company, (which provides the tools, on-the-job training, and partial salaries) by
the Ayala Foundation (which provides partial salaries and additional support mechanisms
such as transportation), and by trainees. To ensure the project’ s sustainability, trainees are
required to repay the foundation the amount spent for their training by the foundation through
automatic salary deduction once he or sheis employed. The amount repaid by trainees goes
into atraining fund which is managed by the foundation. The participation of three
stakeholders-employer, training center, foundation (to be replaced by the employers
association) has laid the groundwork for sustainability. However, the project istoo new to
have been tested.

Cost per individual is approximately 5,000 to 7,000 Pesos (approximately US$200 - 280) are
required to train each individual.
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Replicability

Assuming the presence of employers who wish to contribute something to their region or
country and some public sector resources (schools, training centers) any other NGO could
adopt Ayald s scheme to catalyzing skills development. IRTP is being replicated in severa
urban and less devel oped areas of the Philippines.

Economic and Social I mpact

The IRTP contributes directly to the region’s economic growth. Creating a path for poor
youth to earn their way out of poverty by means of productive work is directly linked to
economic growth for the region and country. As youth escape poverty, their livesimprove,
as does the performance of the companies and the regions in which they are located.

About 15 percent of trainees are women and girls. Employers who participate must agree to
remove any bias that differentiates men and women participants. Thisis especially
significant in the Philippines where women and girls are often negatively effected and
trapped in domestic employment earning poverty wages.

The program appears to be cost-effective, given its very high reported rates of placement
and promotion. Placement rates hover around 95 percent. According to the IRTP/Women in
Non-Traditional Training (WINT) evaluation data, starting salaries of WINT traineesin
electronics are US$10 a month higher than those offered to general entry-level electronics
workers (US$162 a month compared with US$152 a month). After six months, IRTP/WINT
trainees earn $193, while the contracts of the others have often been terminated. Salary after
2 years earned by IRTP/WINT graduates range between US$320 - and US$480, whereas
those of the genera entry level workers are still at minimum wage levels. Generdly, after 2
years, IRTP graduates have escaped poverty income levels as they acquire further
professional and technical skills.

Improving environmental practices. Although improving environmental practicesis not a
direct focus, the foundation reports that the training program includes various environmental
components.

Regional Workforce Devel opment Councils composed of multiple stakeholders help
technology to transfer. Regional workforce development councils are being put in place,
however, most of these are not yet fully up and running throughout the country. Foundation
staff suggest that these new councils will play an important role in the transfer of technology
from companies to training centers within and throughout the region.
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REGION: Asia

Republic of Singapore
Singapor e Skills Development Fund

Case Overview

The Singapore Skills Development Fund is managed by Singapore’s National Productivity
and SkillsBoard. Its purposeisto increase the productivity of the country’s workforce by
making it less expensive for employers to train workers than to employ low or unskilled
workers. The Fund supports up to 80 percent of the costs of employer-based training by
taxing the payrolls of employers who employ workers earning less than S$1,000
(approximately US$700) a month. The Fund uses the proceeds from the payroll tax to
finance employer based training throughout Singapore. The Fund generally supports only the
training of workers below management level's, and processes some 45,000 completed
company training initiatives per year.

The primary objectives of the Fund are to:

Increase employers demand for training and the supply of high skilled people.

Raise the productivity of workersin Singapore by raising their skills.

Protect the small island-nation from losing market share to surrounding countries with
cheaper labor.

Put the country on a high-skills, high-wages course that will match the standard of living
of Switzerland by the year 2010.

The Fund was created through a Skills Development Levy Act. The purpose of the tax was
to make it virtually impossible for employers not to invest in worker training. Initialy the
Act stipulated that 1 percent of payroll would be collected from employers for each worker
earning less than S$750 month (approx. US$525). That amount was considered the line of
demarcation between skilled and low or unskilled labor. To raisethe level of skills even
more, the Fund now requires employersto pay a 1-percent payroll tax for every worker
earning less than S$1,000 ayear. These levies are used to finance employer-based training.
Now under the direct leadership of the National Productivity and Skills Board, the Fund
promotes training for any worker in Singapore by providing support to employers through
sharing the cost of training. The Fund provides the highest levels of support to encourage
training in skills considered most critical, such as quality and other high-performance, work-
related skills. The Fund provides from 30 to 80 percent of course fees and minimizes
employer transaction costs through on-line processing of applications, support, and
evaluations.

Because employers had begun to use the Fund’ s resources to train their managers instead
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of front line workers, in 1987 the Fund stopped all support for professional, postgraduate,
senior management, and other training that was not considered directly relevant to work. In
addition, the Fund does not provide support for entry-level skillstraining and considers this
to be the task of the employer.

The Fund handles more than 45,000 applications and 45,000 claims each year for atotal of
90,000 transactions. Because the state has pledged a zero employment growth, the Fund has
to find ways to deliver servicesin an even more productive manner as the demand for
training continues to skyrocket.

The Fund has achieved significant results since its inception in 1980:

Singapore was rated for its technical skills by the Business Environment Risk Index
(BERI) at level 12in 1980 and at level 8in 1995. The BERI rates countries for a number
of factorsto determine how attractive they are for foreign investment.

In 1980, the number of training places covered by the Fund was 11,000. In 1995 it was
493,000.

In 1988, training investment in terms of payroll was 1.8 percent; in 1995, 3.4 percent.
Thetarget is4 percent. Thisfigureis based on a benchmarking study of best company
training investmentsin the world.

The Fund reaches 63 percent of al companies with less than 10 workers, 85 percent of
companies with less than 50 workers, 100 percent of companies with workforces between
99 and 500+ workers, for atotal of 38,040 companies.

Each year the Fund processes more than 90,000 requests and applications for training
support.

Why This Case Was Selected

Perhaps the most unique feature of the Fund isthat it is an “instrument of achieving the

state’' s economic goals while finding ways to remain relatively independent of the short term
needs of capital and labor”.! In combination with other investments, the Fund has allowed
Singapore to leapfrog several generations of industrialization in atime span of less than 30
years. This"“defies conventional market approaches which suggest that training is best left to
individual employers who would seek to maximize their own good through company specific
training, or, to job seekers, who would seek to maximize the transferability of skillsto ensure
the widest portability of skills. In the Singapore model, training is seen as the most direct
route to economic growth, which is the engine that drives the State’ s role in society”? to
higher economic growth.

Background

! David N. Ashton and Johnny Sung, The State, Economic Development and Skill Formation: A New Asian
Model? Center for Labor Market Studies, University of Leicester, England, May 1994.
2 B

Ibid.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Singapor e SKkills Development Fund

After the ending of British, Japanese, and the second round of British Colonia rule,
Singapore was concerned with ensuring its survival as an economy and as a nation in the face
of possible threats from neighboring countries. With a population of 2.9 million, aland area
three and a half times the size of Washington, D.C., and sizable ethnic divisions, Singapore's
economic future was by no means assured when it achieved independence from the British in
1965. A strong, industrial economy was seen as away to ensure political independence. To
that end, Singapore launched the first phase of its development, seeking to attract
investments from multinationals to establish a strong manufacturing base. By the late 1970s
other parts of Southeast Asia offered equally low-cost sources of labor. Fearing that it would
lose its competitive edge, Singapore's government decided to change its economic base and
launched “the second industrial revolution” to reduce reliance on low wage, labor-intensive
industry and replace it with capital-intensive, higher value-added industry.® This strategy
called for considerable investments to build physical capita (infrastructure, plants,
equipment), attract foreign companies, and educate Singapore’ s youth. Initially, foreign
multinational corporations would locate in Singapore because of the country’s cheap labor
and strong infrastructure. Policymakers, however, realized that this strategy |eft the country
vulnerable when foreign companies found a more attractive place to locate.* Since alow
wage strategy would not sustain the economy over time, planners decided to invest in the
human capacity of the workforce. This strategy has, according to the lead article in Asia
Week, propelled the “tiny island-nation into the front ranks of the world’s economies.”

By 1994, barely 30 years since its independence from British Colonial rule, Singapore's
national products per capita matched that of the highly industrialized nations. Low inflation
and unemployment rates, as well as high economic growth rates contribute to making this
small nation one of the most rapidly advancing industrialized countries of the world.® In
January, the Organization for Economic Cooperation and Development (OECD) reclassified
the republic as a“more advanced developing economy.”” Savings make up more than half of
the gross domestic product (GDP); unemployment is low at 2.7 percent. Nearly 20 percent of
al citizens own a personal computer, the average life span matches that of Americans, and
the infant mortality rate is better than that of Switzerland.?

How was this growth achieved? Faced with continued competition from its Southeastern
neighbors, Singapore in 1984 embarked upon what might be considered an impossible goal:
to achieve the status and standard of living of the Swiss by the year 2010, that is, match the
world’s top industrial economies. Described in the document “ The Next Leap,”® this vision
expanded on the idea of investing in high value-added goods and services while
compensating for the small nation-state's population and territory by creating a “ring of

* 1bid..

* Ibid. Interview with Goh Chok Tong, Singapore’s Premier, p. 42.

® Jose Manuel Tesoro and Santha Ourjitham, Keeping Up The Pace. Asia Week, May 3, 1996.

® Singapore’ s Economic Growth Rate in 1994 was 10.1 percent, and projected growth for 1995 was 7.5 percent
to 8.5 percent. CIA World FactBook, World Wide Web, 1995.

" David N. Ashton and Johnny Sung.

® Asia Week.

® Government of Singapore, 1991.
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Singaporan companies’ in surrounding Asian Pacific countries. To achieve these goals, the
government had to act in away that was unique among developing nations. Instead of
eliminating barriers to the development of enterprises and job creation, atask which
traditional market economics leaves up to employers, the government developed along-term
vision of the futurei.e., that of matching the standard of living in Switzerland. Thisvision
was used to determine the types of human resources the nation-state would need to achieve
that end.

Which strategy would help Singaporans “leapfrog” to Switzerland' s standard of living within
afew decades? A target of annual growth in productivity of 2 percent was established, and
policymakers sought to achieve this by raising the minimum wage by 10 percent.”® This
helped to produce the very problem planners were trying to avoid, as multinational s began to
look for cheaper locations. A better strategy was called for. Despite high unemployment, in
1979, the Singapore Skills Development Fund was launched by the Singapore National Wage
Council with support from the United Nations Development Program.

Developing a National Skills Development Fund would require a soci ety-wide commitment
and broad consensus on the part of employers, workers, organized labor, and various
government ministries to invest in upgrading the skills of Singapore’ s current and future
workforces. The social partnership underlying the Fund is represented in the membership of
Singapore’ s Nationa Productivity and Skills Board which plays a catalytic role by bringing
employers, trade unions, and government together. Interviews with the head of the employer
association reveaed that the strategy of taxing employers for using unproductive labor,
pooling the revenues gained, and encouraging competition among firms to induce demand for
higher quality training, has the full public support of the country’s employers and trade
unions, who often argue among each other in private before reaching consensus. In their
paper the “ State, Economic Development and Skill Formation,”** authors Ashton and Sung
argue that “ Singapore’' s investment in work-based skill formation is a departure from the
experience of the older industrial societies such as the United Kingdom, Germany and Japan,
and therefore represents a new model of skill formation.”

The success of the Skills Development Fund is perhaps even more remarkabl e given
Singapore’ s many ethnic divisions, religions, and cultures which are al contained in the
same, small space. Chinese make up 76 percent, Malay 15 percent, Indians 6 percent. Public
buildings of worship for Christians, Hindus, Sikhs, Taoists, and Confucians coexist
throughout the city. Ninety-six percent of males and 86 percent of females are literate,”” and
more than half the population isin the labor force. (1994)*

However, as skills and productivity rise, so do wages and labor costs. Thiswill cause some
firms to move their production and service functions to surrounding countries where wages

19 This and other points suggested by David Finegold, RAND Corporation and Director of the Center for
Organizationa Effectiveness, University of Southern California.

™ David N. Ashton and Johnny Sung.

2 World Development Report, 1996.

2 CIA World FactBook, World Wide Web, 1995.
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are lower. Singapore will be challenged to leap to the next level of development and become
a post-industrial, knowledge-based economy. With atiny pool of workers (total population
of only 2.9 million), Singapore needs to find ways to increase its productive capacity to help
its economy thrive over the long term. Singapore appears to have atwo-pronged strategy in
response to this challenge. First, it is enlarging its productive capacity by surrounding itself
with aring of companiesin nearby countries and making training available through the Fund.
Second, the National Productivity and Skills Board is once again benchmarking best practice
around the world. Thistime researchers are finding out how leading-edge countries identify,
develop, and use skill standards; nurture high performance work organizations; and
encourage learning at work through formal and informal means. To move toward a nation of
learning organizations, however, workers and supervisors have to be willing to take risks and
to learn from mistakes they make. In that sense becoming a knowledge-based society may
not be as easy for the country, in that Singapore’s strengths—"its discipline and socia
cohesion—could stifle creativity and risk taking just when they are needed most. The
question for Southeast Asia' s most devel oped nation has become not only how it takes the
next step—but where that step could lead it.”**

14 Asia Week, p.38.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Singapor e SKkills Development Fund

L eader ship and Accountability

The Fund’'s mission and activities are embraced by stakeholders who know what’s “ at
stake.” For example:

The drastic upgrading of skillsis seen as key to Singapore' s economic strategy and
surviva. This urgency helpsto create a“training culture” in Singapore.

The state, private sector, and organized |abor share a common interest and agendain the
upgrading of skills. This agendais reinforced by means of tripartite decision making and
deliberations.

The importance of positioning Singapore regionally with regard to other ASEAN
(Association of Southeast Asian Nations) nations.

Important decisions are reached in private. Important decisions are reached among the
stakeholders through consensus and behind the scenes, and are only announced after they
have been accomplished. Because Singapore is such a small country, most leaders know
each other personaly and interact with each other in many socia occasions aswell as
business settings.

Training must benefit workers, not managers. Eighty percent of training must benefit
workers, not people in management positions. By 1986 some 80 percent of training funds
were going into management training as employers neglected the training of workers who
represent two-thirds of the workforce. The Fund quickly withdrew support of management
training schemes.

Accountability and efficiency appear to be embedded throughout the Fund’ s management
practices by:

Leveraging resources effectively and providing awide range of servicesfor alow
administrative cost. The Fund manages some 90,000 proposals and claims ayear with a
staff of 49 workersin three major divisions:

Evaluation, which promotes training, develops new schemes, and processes applications
from companies for training grants. Fund staff do not attempt to measure return on
investment.

Monitoring and disbursement, which makes payments to companies when the company
applies for agrant, meets terms and conditions, submits claims to the Fund or uses
training vouchers, and conducts checks on the companies that have received money from
the Fund.

Computerizing and delivering all Fund services on-line, electronically through
“Skillsnet.”

Collecting of Funds which requires only 5 workers, as monitoring is done electronically
through payroll records.

Demand-Driven Design
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Training is closely linked to domestic and international market requirements. Singapore has
an extensive network of industry training centers in which multinational companies share
space and expertise with local firms. There are 16 such training centers, one for virtually
every industrial sector. The Penang Skills Development Centre in Malaysiais considered by
Singaporan experts a close copy of Singapore’ s centers. (For a detailed description of the
Penang Centre, see the case study “Malaysia: Penang Skills Development Centre.”)

The Fund favors training approaches which develop more portable workplace skills and
reduce skill shortages. By favoring training schemes which devel op the more portable, or
generic workplace skills, the Fund seeks to close the gap between workers' current skills and
those that are required in high-performance work organizations where avariety of quality
processes predominate. There are shortages among engineers and certain lower-level
workers, according to interviews. The shortage of engineers may be due to the fact that in
Singapore, engineering has a bad image and people prefer to go into banking.”> There are
aso shortagesin clerical staff and technicians.

The Fund encourages competition among firms for training to improve the quality of
requests for training. Companies must submit aworker training plan with their proposal to
the Fund and compete with each other for access to financial support. This process has
enhanced the quality of proposals. The Fund publishes an extensive list of pamphletsto help
firms find out what training is available, its effectiveness, and what they must do to get it.

Future skill requirements are identified through a clusters devel opment strategy. Experts
have identified core skills needed in each cluster. Of particular interest are precision
engineering, factory automation, production design, broadcasting, and logistics. At present,
several different agencies work on aspects of this problem. A national manpower plan that
integrates the different agencies should be available by 1997. Moreover, Singapore conducts
periodic benchmarking and other information gathering processes to find out what skills will
be required in the future. The Fund taps industry expertise to develop and provide training
programs, and is advised by atechnical committee. The Fund also works with the Singapore
Institute of Labor Studies, an arm of the country’s trade unions.

The quality of trainersis carefully reviewed before they may train. Trainers are evaluated
and trained based on participant evaluation, course content, quality of facilities, and the
passing rate of students. Trainer quality is reviewed by the training providers and the
technical committee which represents union, employers, and government. The Fund
maintains alist of trainersin the country; they may be found in consulting firms, universities,
training institutes, or commercial schools. In addition, the Productivity and Skills Board
conducts training for the purpose of training through its Institute of Productivity Training.
However, such training is not compulsory; employers appear to be free to select their own
trainers, provided the training program is acceptable to the Fund.

15 Conversation with Deputy Administrator of the Fund.
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Companies must be clear on what competencies they want workers to achieve, and each
training proposal must have clear deliverables. To meet Fund approval, the training
proposed must have clear outcomes and a method of evaluation. The training must be part of
acompany’s annual Worker Training Plan which is submitted to the Fund. Trainees receive
certificates at the end of each course. If they do not pass, they get no certificate.

Open Access

The Fund supports training for persons already employed, those who need retraining, and
those unemployed. The Fund does not offer entry-level skills training because its managers
and its board believe that is the task of employers. The Fund does not support training for
professional or postgraduate training, or senior-level management courses. Thisisin
response to the Fund’s early years when employers used Fund resources almost exclusively
for management training as opposed to improving the broad skills of workers. The Fund also
does not support training for spiritual, cultural, and social enhancement, as these are not
considered directly related to performance at work.

Most women participate in the workforce, however few can be found in senior management.
The Fund appears to make no special provision for women and girls or other special
segments of the population. Women fully participate in the workforce. However, asin most
other countries, few women appear to be in senior management positions.

Portability of Skills

The Fund supports the development of skills that are portable among firms and regions. The
Fund provides enhanced support for training schemes that focus on highly portable
workplace skills, such as quality processes, teamwork, and related skills. The training
infrastructure (inter-firm training centers, industry training centers) is such that the skills
acquired are likely to be highly portable among firms and regions. Portability of skills is
further supported as Singapore is host to a number of multinational corporations. Moreover,
Singapore encourages its companies to locate overseas, in a“ring strategy” because the
country’s own labor forceis small (1.7 million). Singapore increasingly depends on
countries outside to survive. Thisregional strategy is executed through a special training
scheme to bolster Singaporan firms outside the country. This further ensures that skills of
workers are portable among surrounding countries.

Fund experts are benchmarking the best lifelong learning systems, however there isno
connection between the Fund and public education system. The Fund is conducting an
international benchmarking process to identify best practicein lifelong learning.

Continuous I mprovement
The Fund monitors training quality. The Fund’s evaluation activities are performed by its

internal evaluation section, by the monitoring and disbursement section, and by senior staff
members, as well as by the board of directors. Fund staff evaluate all training that they
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support. Moreover, in reviewing the training plans, proposals of companies that apply to the
Fund, and employer feedback, the Fund learns a great deal about training. This helps the
Fund staff improve its own knowledge base. The Fund also provides employers with
extensive materials on how to evaluate the effectiveness of training. However, staff
interviews indicate that they and employers would like to have a more reliable means of
determining and monitoring return on investment (ROI) because of increased training. (This
finding is corroborated by a recent OECD report that calls for the development of new
economic theories and models that could capture such returns.’®)

The Fund uses the rate of demand for training as an indicator of successful performance.
The Fund knowsiit is doing agood job if it receives many proposals. The Fund periodically
reviews each training scheme to see if it matches the guidelines and conditions set out. One
particular training scheme was dropped because employers felt a set of training activities was
taking too long.

Public-Private Partnerships

Employers gain more by training than by hiring low or unskilled labor. Most employers
stand to gain more than they lose by participating in the tax. According to Fund staff, Fund
training activities as the cost of the tax on unskilled labor is less than the small costs
associated with receiving training support. The Fund heavily subsidizes training received by
companies (up to 80 to 90 percent).

Employersinvest by taxing themselves on unproductive labor. Employers invest by
contributing 1 percent of payroll on unproductive labor (workers earning less than S$1,000 a
month). They also have to pay some matching funds for the training. The amount depends
on the type of training they have selected.

Sakeholders are represented within the Board of Directors. The Fund’s Board of Directors
includes the various stakeholders such as the employer association, union, and government.
All of the stakeholders contribute to the Fund in some way. However, training is free of
charge to workers who are receiving training.

The public sector plays a catalytic role. The public sector plays a catalytic role by taxing
employers for using unproductive labor, pooling the revenues, and encouraging competition
among firms to induce the development of high quality training activities.

Many strategies mutually reinfor ce the purpose of the Fund and the commitment of public-
private stakeholders. For example:

Using financial incentives where employers can win more by training than they lose by
not training. In fact, the more employerstrain in this system, the more they gain. Evena
small company that can only send one or two workers for training recelves more in

16 “The Knowledge Based Economy,” OECD Observer, June/July 1996.
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training benefits from the Fund than it would be taxed for those two individualsif it did
not train them.

Speeding up technology transfer from multinationals to small and medium-sized
enterprises (SMEs) by building joint training centers, creating partnerships, and

devel oping teachware with major corporations such as AT& T, Anderson Consulting,
Festo, IBM, Matorola, Phillips, Seiko Instruments, SIA, and Prima.

Making magjority investments in the building of 16 new training centers for each major
sector of Singapore’' s economy, and using these to develop and conduct industry specific
COUrses.

Developing national training programs for workers whose basic language and
mathematical skills need upgrading and more advanced courses to equip workers with
flexible and adaptive skills for changing environments.

Easing the cash flow problems of SMEs through training vouchers.

Helping SMEs identify established and proven training programs, and providing a highly
flexible delivery system (video, in-company, out of company).

Providing on-the-jab training for equipping workersin retailing and precision
engineering.

Assisting labor unions with upgrading skills of their members and labor union leaders.
Continual environment scanning and benchmarking of best practices found in other
countries and companies and then swiftly adapting new learnings to the home front.
Making the system transparent, so employers know exactly what they can expect of the
Fund, and how to obtain it.

Developing national programs for mass training, such as videos for local and distance
learning.

Encouraging retraining of older workers.

Assisting small and medium-sized enterprises to overcome barriers to training, such as
cash flow, tight production scheduling, difficulty with paperwork, etc.

Establishing partnerships with customers and suppliers to speed up transfer of learning.
Establishing partnership with industry to tap their expertise to provide training for
workers.

Providing companies with financial assistance for capital as well as curriculum costs tied
to training.

Sustainable Financing

Financing is flexible and can sustain itself over time. The Skills Development Fund is
financed through a payroll tax levied on workers who are “unproductive,” or earning less
than S$1,000 (US$700) a month. These revenues go into a pool which is then made
available to employers provided they quaify. The Training Levy Act stipulates that the
employer tax can go up 4 percent in good years, such asin 1982, and in a recession down to
1 percent, such as from 1985 to 1986. The income ceiling can aso be increased, asit was
from S$750 to S$1,000. About S$129 (US$99) ayear is spent on each individual.

Replicability
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Although the staff suggest the Skills Development Fund is only replicable in small countries,
it would seem that a payroll tax on less productive labor might be a promising strategy for a
variety of countries and settings. For example, Malaysia has instituted a National Skills
Training Fund. Moreover, a payroll tax for unproductive labor could be adopted by any
number of countries whose employers use under- or low-skilled labor. Asin Singapore, the
revenues from such atax could be used to provide training to the same companies, upgrading
the skills of the workforce in the country. What is more difficult—perhaps impossible—to
replicate is the agreement of employers, unions, and policymakers to forgo short-term gains
in exchange for the long-term benefits associated with a higher skilled workforce.

Economic and Social | mpact

The Fund promotes economic growth by making workers more productive. The Skills
Development Fund promotes economic growth by advocating training that makes workers
more efficient. Thisincreases the domestic product, wages, and makes Singaporan goods
and services more competitive in the international economy. Moreover, increased training
will help the country become |ess dependent on foreign firms and therefore less vulnerable.

Foecial programs bring housewives into the labor market. Because Singapore has a virtua
shortage of workers and a small workforce, women and girls are readily absorbed into the
labor market. The Skills Development Fund has developed a special program to foster the
introduction of housewives into the labor force.

Sngaporan policymakers consider the Fund cost effective. In 1980, the Business
Environmental Risk Index (BERI) rated Singapore twelfth in the world for its technical skills.
By 1995 the rating had changed to eighth in the world. In 1980 the number of training places
was 11,000; in 1995 the number was 493,300. In 1980 the training investment by employers
was 1.8 percent of payroll; in 1994 it was 3.4 percent.

Better environmental practices will add to economic growth. The Fund is reportedly looking
into how to promote sustainable environmental practices. In particular, the Fund would like
to decrease the cost of maintaining environmental quality and decrease the amount of waste,
amajor cost factor.

Videos are used extensively to transfer skills to people in a variety of settings. The Fund
spent more than S$20 million to develop its “ Fast Forward” video-based learning system,
which includes curriculum and videos. The government provides the capital costs.

Currently, the learning system includes programs such as “Easy Math,” “English,” and
“Successful Supervision.” Companies purchase the videos which can be shown at work,
home, or community centers. Furthermore, the Fund helps devel op computerized instruction.
All school children use computers. Although extensive technology transfer occursin the
various multi-form training centers, technology transfer is not the purpose of the Fund.
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Europe
Cases
National Training Fund, Czech Republic Building Trades Craft Union Training
Consortium, Poland
Dua System, Germany Retraining of the Military Program, Ukraine

Regional Profile

In international economics terms, Eastern Europe and the New Independent States (NIS) are considered
misdeveloped rather than devel oping countries. The task in most of these countriesisto find innovative

ways to redirect national resources toward participatory political and economic systems.

The countries of Eastern Europe and the former Soviet Union suffered a steady reduction of their gross
domestic product (GDP) after the breakup of the Soviet bloc. The countries of Eastern Europe all
experienced fallsin GDP in 1991, ranging from 9 percent in Poland to 17 percent in Bulgaria (ILO,
1995). Thetotal gross national product (GNP) of 12 of the NIS also fell approximately 17 percent in
1994 (World Bank, 1995). In addition, there has been substantial job loss throughout the region.
Between 1990 and 1993, the number of people registered as unemployed in Eastern Europe increased
from 100,000 to over 4 million (ILO, 1995).

According to the World Labour Report, a number of factors have contributed to the decline of Eastern
Europe's economy: the collapse of trade between Eastern bloc countries; the rise in energy prices as the
NIS move toward world prices for oil; stricter macroeconomic measures needed to cope with the effect

of price liberalization; and the overall general uncertainty associated with the economic transition.

Thisregion is undergoing a tremendous amount of change. Asaresult of privatization initiatives, there
have been significant increases in the proportions of labor and capital in the private sector. External
conditions appear favorable, especially for the countries of Central and Eastern Europe and the Baltic
States, which have recently acquired preferential access to the markets of the European Union. This
provides both new opportunities for macroeconomic policies and reforms. The inflow of complementary
capital will be important in generating growth, allowing processes of job creation and job elimination,

and retraining of existing human capital.
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In the financial sector, a critical mass of commercial bank privatization and systems for bank supervision
in Central European countries are on the way. The number of institutions providing financing for
mortgages and municipal infrastructure will expand. Functioning over-the-counter securities markets and
stock exchanges will be established in Russiaand in Central Europe by the end of 1996, and this will
better mobilize domestic savings and international investment to raise capital for businesses (USAID,
1996).

The instruments of democracy and free speech are being put in place. In Russia, for example,
independent television mediawill be well established and accessible to alarge share of the population in
1997, and legislation and judicial training will also be in place by 1997 to promote judicial independence
thereafter (USAID, 1995). In Central Europe, independent print media are already well developed, and
free and fair electoral processes and parliamentary structures are well established. Judicial training and

judges’ associations will be strengthened to promote greater judicial system independence.

In addition, local government capabilities have been strengthened, especially fiscal management (revenue
generation and budgeting), and transparent systems allowing procurement from the private sector. Local
governments will be successfully lobbying for afair share of central fiscal revenues and managing social

services that have been decentralized to the local level, at least on apilot basis.

The labor market and productive capacities face other strains. Early ages of retirement, poorly targeted
welfare systems, and lack of modern distribution through a banking system make pension and welfare
payments systems more costly than is now affordable. In Poland, Hungary, Slovakia, and Russia, new
approaches are under development in order to have better targeting of benefit levels, and the modernizing
and decentralizing of servicesto local governments to realize significant cost savings and eliminate non-

essential services.

Acute areas of need are also easily identifiable. In Ukraine and many of the New Independent States, it
is absolutely necessary to find alternatives to help ex-military personnel and members of their families
adapt to civilian life and a market economy. In the Czech Republic and other Eastern European
countries, there is aneed for a pool of skilled managers, both in the public and private sectors, that can

deal with issuesrelated to housing, health care, protection of the environment and smooth economic
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transition. In Poland, asin other Eastern European and NIS countries, workers need skills and
knowledge to help them construct buildings that are structurally and environmentally sound. The
Building Trades Craft Union Training Consortium project in which members of the U.S. Building and
Construction Trades Department of the AFL-CIO volunteer their time and train their Polish counterparts
in the latest construction technology, is an example of how organized labor can train and how the U.S.

Department of Labor can finance Polish construction workers to establish technical expertise in Poland.

Relevance of the Compassto Wor kfor ce Development Toolkit to the Region

The privatization activitiesin East and Central Europe have been largely in the retail and services sectors
and have often involved short-term leasing arrangements from the State. Transfer of the larger publicly
owned enterprises has proved to be more difficult. The relative lack of progress with initial plansto
privatize by sale to domestic and foreign agents, along with the continuous deterioration in the conditions
of state enterprises, led several governments to turn to mass privatization with minimal restructuring of
enterprises. In the absence of significant restructuring, privatization alone cannot solved the problems
facing previoudy state-owned enterprises. Instead, mass privatization leaves the new owners and
managers with the responsibility of implementing the reforms needed to make the privatized enterprises
viable. According to the 1995 World Labour Report, all of these factors influence attitudes of managers
and employers towards economic restructuring in enterprises. The Czech National Training Fund is one

exemplary effort to train managers to effectively manage the mass privatized enterprises.

The effect of this transformation process on the labor market is evidenced by rapidly rising
unemployment and withdrawal from the labor market. The shrinking of state enterprises has caused most
of this unemployment. Other factors include large numbers of school leavers plus new entrants to the
labor market. Most of the job losses have occurred in industry (around 2 million between 1990 and

1991). Other sizable declines have also occurred in the agriculture and construction sectors.
While employment in the state sector has fallen, there has been arapid increase in the number of private

sector jobs, either through the privatization of state industries or the establishment of new businesses. In

Poland in 1992, employment in private shops and restaurants increased by approximately 450,000 and
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employment in unincorporated businesses rose by 675,000. In Russia since 1994, the private sector
employs more than half of the labor force (USAID, 1995).

An indication of the expansion of the private sector comes from the number of new enterprises
registered. There has been alarge increase in Hungary, where 37,000 limited liability and joint stock
markets companies were created between 1989 and 1991. In Ukraine, 1500 medium and large
enterprises and 16,000 small ones were privatized; in the Czech Republic, 130,000 state-owned
enterprises were privatized through foreign investment (USAID, 1995).

The shedding of |abor in transitional economies has also had a varied impact on older workers, women,
minorities and the disabled. In al countries except for Hungary, the unemployment rates are higher for
women (ILO, 1995). According to the 1995 World Labour Report, old prejudices and stereotypes are re-
emerging in relation to hiring women and some minorities. Since many of the lay-offs involved workers

close to retirement age, they have also found difficulties reintegrating into the workforce.

The young also appear to share a great portion of the unemployment burden. Y outh unemployment rates
are around 25 percent in Hungary, 60 percent in Bulgaria and 30 percent in the Czech Republic and
Romania (ILO, 1995). It isimportant to mention that the figures indicated above may considerably
understate the real rates, since in most Eastern European countries people without previous work
experience are not entitled to unemployment compensation, and are therefore less likely to have
registered as unemployed. There are also considerable regional variations in unemployment. The
highest rates are generally in rural agricultural areas such asin western Poland and eastern Hungary, but
also in mining areas such as the northern region of the Czech Republic. One project that attempts to deal
with this widespread regional problem isthe Building Trades Craft Union Training Consortium. Not
only does the project train workers for private sector employment in construction and in skillsto help

them manage their own firms, it also helpsfill acritical societal need--housing.

All of the four cases selected for this study are worth exploring because of the contribution they are
making to countriesin transition such as the Czech Republic, Poland, and Ukraine. Although these
countries are not considered developing ones, they certainly share many of the same problems and

challenges currently affecting some of the countries of the developing world. As many of the case
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studies reveal, an emphasis needs to be placed on the design of labor market policies that assist the

reintegration into work.

The Czech Republic, Poland, and Ukraine cases represent models that are using innovative strategies and
approaches to deal with problems associated with the shortage of skilled managers, lack of workers
needed to deal with serious housing shortages, and retraining of ex-military officers. These are issues
affecting other countriesin Eastern Europe and the New Independent States, therefore their experiences
dealing with the challenges associated with human capacity building and workforce development are

certainly worth sharing.

Outside Eastern Europe and NIS, the dual system of education and training practiced in Germany,
Austria, Switzerland and Denmark represents an excellent example of efficient and valuable training.
Considered by international experts as one of the best systems of vocational and technical learning, it has
been adopted by many countries throughout the world, including Brazil, Colombia, Peru, and most

recently the city-state of Shanghai and two other Chinese provinces.

Germany, although its economy has registered a decrease in production and a fall of employment ratesin
recent years, is still considered one of the most highly industrialized nations in the world. The German
dual system of education and training is practiced throughout the entire country, including the former
East Germany. This system prepares approximately 60 percent of the country's youth for entry into mid-
level technical occupations and is considered one of the best professional and technical training programs
intheworld. This system has been crucial to Germany's trade expansion and also its economic
revitalization efforts. The dual system provides an excellent model of a national training system that
consistently prepares high quality workers.
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REGION: Europe

The Czech Republic
The National Training Fund

Case Overview

The Czech Republic’s National Training Fund is a national program that subsidizes the cost of
training people with the management skills needed to privatize state-owned industry and increase
the management capacity of the country’s private sector. The National Training Fund is financed
by the European Union to help the country’ s public and new private sector meet challengesin
health care, housing, and the environment. Mesting these challenges will require a pool of
skilled managers in the public and private sectors who will be able to help the newly privatized
companies adjust to global competition and help the restructured public sector organizations
respond with appropriate services.

Before 1989, management was confined to organizing production and distribution under a
command economy, run by means of atop-down hierarchy. How could the country’s new sector
organizations get enough skilled managers with the expertise needed in marketing, finance, and
management to convert state-owned enterprises to firms that could compete in the international
market? Thisissue confronts virtually every country that was formerly a part of the Soviet bloc.
It isequally critical for many developing nations that are now building a private sector after
decades of economic stagnation. Severa other Eastern European countries have instituted
National Training Funds, including Russia and Romania. The National Training Fund found in
the Czech Republic offers a promising strategy of using market mechanisms to develop a pool of
skilled managers.

The Fund' s primary objectives are to:

Cover wide gaps in adult retraining by providing a systematic process to adult training.
Provide market mechanisms such as information about good training institutions and
programs.

Evaluate training institutions, trainers, and programs and make the information available to
potential customers of training.

Create amarket for training by means of bidding out a variety of training packages.
Develop a core group of leading training institutions and build their capacity.

Before World War |1, the Czech Republic was Eastern Europe’ s most highly industrialized
nation. Private enterprise flourished, and the country’ s businesses exported goods that were
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generally considered high quality. Some 50 years of Communist rule dismantled the private
sector, leaving the country with a strong and extensive industrial base. However, most of the
country’ s industry was concentrated in large state-owned enterprises. Built for acommand
economy, these were unable to respond to the needs of arestructured country committed to
joining the global market as quickly as possible. Privatizing state-owned enterprises would
inevitably result in tremendous unemployment and social instability. One way out of this
impending disaster appeared to be the development of private enterprises as quickly as possible
to absorb the country’s newly dislocated workers. Recognizing this problem, the European
Union targeted its PHARE program (Poland, Hungary, Action for Restructuring the Economy) to
provide financial and technical resources that would help the Czech Republic’'s newly emerging
democracy make the transition to a market economy. With agrant of 2 million ECUs
(US$2.5million) from the PHARE program, the Czech Republic decided in 1993 to form the
National Training Fund, the purpose of which would be to build management capacity and a
market for management training in the country’s newly emerging sector organizations.

There was no existing organization or individual in a position to respond to the training needs of
the entire country. The Czech Republic needed an ingtitution that would allow many
stakeholders to come together in a shared purpose. Miroslava Mandikova, a Czech employed at
the Ministry of Labor, had previously worked in Brussels as part of the PHARE program. With
encouragement from the ministry and PHARE, Mandikova created a working group of various
stakeholders in the Czech Republic. These included the Ministries of Trade and Industry, Labor,
and Commerce; the employers’ assaciation; trade unions, and chambers of commerce. The
working group incorporated in 1993 and successfully obtained funding from the PHARE
program. The National Training Fund began working actively in November 1994.

Although it has headquarters in Prague, the Fund works throughout the Czech Republic to train
mid-level managers who are currently employed. Their ages range from 23 to 55. A survey of
all participants has been done, however, its results have yet to be analyzed.

Why This Case Was Selected

The Czech National Training Fund was selected among several other recently instituted training
funds because the Czech Republic was the most highly industrialized of the Central and Eastern
European states. Unlike some other Central and Eastern European states, the Czech Republic
appears to most closely identify itself with fairly conservative, free-market approaches. The
Fund was also selected for its:

Extensive links to several Government ministries.

Ability to quickly respond to the training needs of arapidly developing private sector.
Reliance on private sector mechanisms to ensure transparency and equity.

Expansion into other training areas beyond management, such as helping to redevelop the
country’ s vocational and technical education system.
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Background

Among the emerging democraciesin Central and Eastern Europe, Czechoslovakia was perhaps
the most heavily industrialized country before World War 1. The country’s industrialization
began in the last century, when Czechoslovakia was considered the most advanced part of the
Austrian-Hungarian empire. Between the two world wars, Czech industry grew rapidly and
Czech manufactured products were sought in world markets. Under Communist rule after World
War I, Czech industry was directed predominantly to supplying the needs of the Soviet bloc with
heavy industries, such as mining, metal and machine tools, industrial engineering, and arms.
During this time, Czech industry lost communication with the developed countries of the West,
and the gap between industry standards in the West and the Czech Republic continued to widen.
Its gross domestic product (GDP) per capitafell to match the GDP of less-devel oped countries of
Western Europe, which lagged about 20 years behind the economic output of France, Germany,
or Great Britain.

When Communism ended in November 1989, Czech industry had an undevel oped service sector
and was characterized by a monopolistic and centralized organizational structure. There was no
private sector, no market competition, and virtually no small and medium-sized enterprises.
Obsolete and environmentally wasteful technol ogies were matched by low productivity, as
employment for virtually everyone was provided by the state.

Asin other Eastern European countries, privatization became the means of transforming the
nation’ s economic policies and structures. By 1994, the country’ s astute economic management
(according to USAID) had liberalized 95 percent of al price controls, held annua inflation to 10
percent, limited budgetary deficits to less than 2 percent of GDP, and created a stable exchange
rate and manageable foreign debt. According to an April 1996 report by the Czech Ministry of
Trade and Industry, much of the new economic growth and absorption of the 500,000 people
who had become unemployed because of economic transformation was accomplished by
promoting the growth of new small and medium-sized enterprises within the new service sector.
However, not all of the nation’ sindustry have been privatized. Many think that the country’s
negligible unemployment (2 percent) would be considerably higher if full privatization had
occurred. Developing a pool of skilled managers will be critical as larger, more difficult-to-
privatize enterprises join the country’ s free market system.

L eader ship and Accountability

Developing a competitive market for training isthefirst step. The availability of good training
providers requires a competitive market for training, which then provides potential customers
and suppliers with accurate and timely information about training needs, opportunities, quality,
and cost. For it to be used, this information must be owned by al the various stakeholders
coming from the public and private sectors. The National Training Fund faced the twin
challenges of quickly increasing the quality of training in the Czech Republic and, at the same
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time, dramatically increasing the supply of quality training programs to support organizations
that needed the assistance immediately. This was done by means of a subsidy to any qualified
ingtitution that wished to offer training.

The Fund gathers its own data in the absence of reliable information. While the Fund was being
established, the staff and directors decided to reject existing materials and studies as these were
no longer relevant to the changes in the Czech economy. Instead, they decided to build up their
own body of experience and standards, using what Fund consultant Dr. Milan Kubr called
“qualified subjectivity,” to be replaced later by formal evaluations and quality reviews.
Throughout the Fund' s existence, it has relied upon standards set by the European Union’s
PHARE program to select the best training providers possible. These standards take the form of
afour-step process. using detailed questionnaires to decide what types of programs were needed
and setting up a request-for-proposals (RFP) process, examining the quality of learning materials
proposed by training providers, evaluating a potential training provider on the basis of their
reputation (it helped that the deputy director had previously worked at the Ministry of Commerce
and personally knew many of the players), and conducting extensive interviews with potential
training providers.

To determine disbursements, the training fund staff evaluate the training institution. Based on
the evaluation, the Fund offers to subsidize the cost of the training and calls for training
proposals through an RFP process The institution advertisesits training and lowered cost
(subsidized) to potential customers. The Fund pays the institution the agreed-upon subsidy for
each student.

The Fund developed a core group of training providers. During the first 18 months of its
existence, the Fund worked with various experts in and outside the country to develop criteriait
would use to select training providers. At the end of this period, the Fund was able to identify a
core group of 19 training ingtitutions that met its criteria for excellence. Fund staff continually
review the criteriato guarantee the quality of training provided by these institutions. The Fund
has also identified and subsidized the best courses offered by these ingtitutions. The core group
has been joined with outside experts to devel op programs as requested by others. For example,
the reform of the vocational education curriculum is one such request now undertaken by the
Fund. Moreover, the European Union asked the Fund to develop modules for training Czech
negotiators who will be working to bring the Czech Republic into the Union.

The Fund also improves training policy and practice by:
Developing short-, mid-, and long-term strategies for management training in the Czech
Republic.

Hiring various specialists in training within different expertise, such as management,
accounting, finance, marketing.
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Analyzing the current state of training programs and identifying gaps that need to be filled.
Expanding itsinitial mission to include reforming vocational and technical education offered
in public schools.

Demand-Driven Design

Managers in the new Czech Republic need training in a variety of management issues. Czech
managers tended to be highly qualified technical experts whose problem was how to produce for
aguaranteed and captive market. Unlike managers in Western economies, whose task isto
generate and meet demand for the product or service, Czech managers had no previous customer
orientation or experience. Nor did they have any experience in finance, accounting, or overall
management, as these tasks were centrally performed. The new training demand is for skills that
fill this gap.

The National Training Fund is closing the skills gap by:

Building a market for training by creating incentives for competition among training
providers, offering timely information about quality and cost, and creating incentives for
potential consumers of training to select the most effective training provider for their needs.
Effectively guaranteeing training by regularly checking the quality of performance of its core
training providers. Thisinformal guaranteeis moving toward aformal certification process.
Networking its staff, board, and customersin order to share information, improve its own
performance, and identify new opportunities for support.

Coupling the training to the international market through course content and international
competition among consultants and training providers using the RFP process based on
quality and achievement.

Researching labor market needs through focus groups and conversations with employers,
surveys, studies, sector-specific and area-specific studies, expert consultants, and meetings.
Redressing the lack of accurate statistical data on skills in demand through a new study of
adult learning needs in the Czech Republic.

Upgrading the quality of trainers. High quality trainers are scarce in the Czech Republic.
The Fund considers upgrading trainer quality to be extremely important, and are actively
working on the problem with support from the British Know-How Fund, using the Cascade
Training method.! The Fund also sponsors training of trainers at various institutions, mostly
in the Republic, but also abroad. The training of marketing trainersis being conducted in
partnership with Dutch training experts. In fact, the Fund considers the training of trainers
one of its future markets and anticipates certifying trainers and training institutions for afee.

! The Cascade Training method was likely pioneered by Xerox Corporation. Cascade refersto training individuals
who in turn train others, who in turn train others.
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Open Access

Any enterprise or individual may apply to the Fund for training. However, the Fund selects
training institutions and trainers on the basis of criteriafor excellence. These are determined by
many of the stakeholders who participate in the Fund through its Advisory Board and Board of
Directors. Individuals applying to the Fund must pay a portion of the cost.

Portability of Skills

Management skills are highly portable. With the advent of afree market democracy, a
fundamental shift in values has occurred in the Czech Republic. Values such as meeting
customer needs, adding value, providing value, obtaining feedback, adjusting practice, and
competition all need to be learned. Thetraining programs help to change basic attitudes and
behaviors and impart new skills, which are portable to many positions.

Asthe training needs of public and private sector employers continue to evolve, employees will
have to continue to be trained. Through the Ministry of Education, the Czech Republic is now
offering continuing education courses for those who want to acquire a specific professional skill.

External evaluation is a condition of continued funding from the European Union. The Fund is
externally evaluated as part of the PHARE program requirements. This evaluation is a standard
PHARE evaluation, paid for by the European Union’'s Center for Foreign Assistance. Itis
performed by an independent evaluator. In addition, PHARE works on a 6 month work plan to
alocate funds accordingly. Every 6 months, past and new work plans are reviewed by the board
of directors. Next they go to the European Community delegation and then to PHARE's
financial department for review. If the previous work plan has achieved the desired results, the
European Union del egation approves the next work plan and authorizes new funds.

Saff monitor Fund performance as a form of internal evaluation. Besides the PHARE
evaluation scheme, internal evaluations occur informally on an ongoing basis, as the program
staff has only six people. The staff has diverse programmatic interests, and defending various
priorities to others serves as a valuable evaluation tool. As part of itsinternal evaluations, the
staff compares the relationship between results, objectives, and long-term results.

Public-Private Partner ships

The Fund is governed by a public-private Board of Directors. The Fund is governed by a board
of directorsthat represents all the major public and private sector institutions in the country,
including three ministries, the confederation of Czech industries, the Union of entrepreneurs,
organized labor, and the Chamber of Commerce. In addition, the Fund has a board of advisors
made up of outside and Czech experts. The broad public-private partnerships which support the
Fund is one of its unique features.
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Employers gain by participating in the Fund. Employersin the private sector are interested in
increasing their ability to compete. To compete successfully, employers need skilled managers,
particularly in service functions. Employersin the public sector also face entirely new demands
for service, such asin the provision of state services or the privatization of health care. Fulfilling
these demands requires managers with a different set of skills than were traditionally specified.
Thus, employers have a great stake and interest in the type of training the Fund supports and the
research and development it undertakes.

Employers have to pay some, but not all of the fee. Regarding direct investment, employers need
to pay for the training only if they send individualsto betrained. If the entire enterprise receives
training the majority of the training cost is paid by the PHARE subsidy. However, in most cases,
employers still have to pay a portion of the fee. The Fund appears to recognize that its future
will depend on employers willingness to pay the full cost of thetraining. To achieve this, the
Fund will need to demonstrate to firms the importance of the investment in training through its
return. The Fund recognizes the difficulty of linking returns to training but plans to identify
these by means of extensive evaluation studies.

Sustainable Financing

The Fund is moving from relying on PHARE support to become self-sustaining. In operation
only since 1994, the National Training Fund is fully financed by the PHARE program. Asa
transitional strategy to continue efforts when the PHARE support ceases, the Fund is beginning
to sell its services so that it will be sustained by public and private sector resources. Other
funding sources beyond PHARE are beginning to emerge. For example, one ministry has
contracted with the Fund to do various projects. These include a strategic study on reforming the
vocational and technical education system, establishing a national coordinating unit for
vocationa and technical education in the European Union, and training in negotiation for the
Ministry of Foreign Affairs.

Replicability

The National Training Fund is highly replicable. A number of other national training funds
aready exist in Russia and Romania, and a Task Force for Training existsin Poland. The Fund
ismost applicable in countries where awider promotion of training is needed, whereit is
important to increase the capacity of awhole sector rather than one or two institutions, and where
acore group of new skillsis needed for an entire industry category.

Economic and Social I mpact

The National Training Fund is increasingly recognized by small and medium-sized enterprises
asa provider of support and information for high quality training. Use of the Fund has
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increased from 5 to 35 percent during the 18 months of the Fund’s existence. Many of the firms
are now approaching training providers for a second round of training. Training providers see
the management of the Fund as an ally that provides important added value. The Fund’s current
director is perceived as a successful manager who can use resources efficiently to implement
successful programs. The director is skilled in tying together the Fund’ s interests with those of
the ministries and is unofficially considered a deputy minister at the Ministry of Labor. Because
of the newness of the project, no evaluation data are available, although a number of evaluations
and studies are underway.

Contact Information

Miroslava Kopicova, Director
National Training Fund

110 00 Praha 1

Vaclavske Namesti 43

Czech Republic

Phone: 42226 78 41

FAX: 42224214475
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The Dual System of Education and Training

REGION: Europe

Federal Republic of Germany
The Dual System of Education and Training

Case Overview

The dua system of education and training is practiced throughout Germany and in the other
German-speaking countries of Austria, and Switzerland, aswell asin Denmark. Itiscalled
dual because education and training of approximately 60 percent of al youth between the
ages of 17 and 22 is done concurrently in schools and workplaces throughout all regions of
Germany, including the former East Germany. Although the German states contribute
toward the cost of each “youth apprentice” by funding education received at school, the
majority of the costs are borne by employers, who invest from US$4,000 to US$17,000 a
year for each young person in the system so that he or she can acquire the technical skills and
knowledge German employers consider essential for maintaining a leading positionin
exports. Considered by experts throughout the world as perhaps the best form of
professional/technical training," various features of the dual system have been adapted by
many countries throughout the world. The dual system is not a program or a project. Rather
it isasystem that prepares youth for entry into mid-level technical or professional
occupations in the manufacturing and service sectors. The dual system is the means by
which the mgjority of German-speaking youth who do not go immediately to university
acquire the credentials they need to be able to work. Many students who qualify for
university and some university graduates also participate in the dual system because they
want to make sure they have an edge in a highly competitive labor market. The dual system
is considered a part of the public education process.

The objectives of the dual system are:

To prepare youth to enter various industry sectors with the theoretical, technical, and
workplace skills they need to ensure the high quality of Germany’s goods and servicesin
the export market.

To prepare youth by means of abroad, legally structured framework among all the social
partnersin the system: educators, employers and employer associations, trade
associations, organized labor, chambers of commerce and trade, parents, and youth.

To ensure that the skills youth learn are up-to-date and benchmarked to world class
standards.

To ensure a continuous supply of high skilled new entrants. Thiswould help prevent a
rise in the cost of skilled labor which could lead to inflationary pressures.

! Glover, Robert. Apprenticeship Lessons from Abroad. Center for the Study of Human Resources. University
of Texas at Austin, 1986
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Many policy-makers believe the dual system is an outgrowth of a uniquely German culture
and therefore cannot be replicated. Others argue that adopting the system would require the
presence of many supporting institutions.? Even though it is true that the dual system had its
originsin the guilds of the Middle Ages, when master craftsmen took on apprentices who in
turn became masters, the dual system depends not so much on culture as on alegaly
sanctioned partnership between employers, employer associations, youth, their parents,
schools, and organized labor. The role of the federal government is to provide the legislative
framework and carry out research and development activities that make sure the partnersin
the system have information about changing skill requirementsin various sectors of the
economy.

More than half of all German employers and all the trade unions, chambers of commerce, and
employer associations participate in the dual system. They have invested in an extensive
network of support facilities, such as super-regional and regional training centers, to “fill in”
any gapsin learning that youth might have experienced in workplaces that are less
technologically sophisticated. With the exception of medical education (nursing, health
related), some 300 manufacturing and service occupations are part of the dual system. These
occupations cover much of the economy. Y oung Germans who wish to get ajob in one of
the 300 occupations must have a certificate that demonstrates their successful completion of
the 3 1/2-year training within the system. Employers who fail to teach youth the requisite
skillslosetheir “license” to provide training. Being atraining institution is considered an
honor in Germany, and it is not unusual to find bakers, dressmakers, banks, and el ectronics
firms proudly displaying their training permits on their front doors. Trade unions are an
integral part of the dual system. They ensure that the curriculum is broad enough to develop
portability of skills and that youth in the system are not exploited. The emphasis on broad
stakeholder partnership is one of the conditions imposed by the United States under the
Marshall Plan during Germany’ s reconstruction after World War 11.

German employers continue to attribute the high quality of their country’s goods and services
and the positive trade bal ance (exports $437 billion and imports $362 billion)® to their
investment in the dual system. German parents and workers believe that their high standard
of living depends to some degree on maintaining the dual system.* In recent years the
number of youth in the system has decreased from 70 to approximately 60 percent, as youth
seek to delay career choice as long as possible in Germany’ s changing labor market.
Nonetheless, the quality of the large number of youth (including those planning to go to
university or university graduates) who gain high-level skills and knowledge in the system
appears to impress foreign policymakers and researchers who visit Germany to learn about
how they might adopt the system in their countries. The dual system is considered by
learning experts as an effective way to learn,>® as learning is situated in redl life contexts and

2 Finegold, David, et a. "International Models of Management Development.” In Enterprising Nation, Report
of the Industry Task Force on Leadership and Management Skills. Australian Government Publishing Services,
April 1995.

3 CIA World FactBook, World Wide Web, 1995.

* Numerous personal interviews with German employers, workers, parents, youth from 1990 - 1996.

® Hamilton, Stephen. Apprenticeship for Adulthood. Cornell, 1992.
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driven by the need to solve a problem. Learning experts also agree that the dual system
provides youth (including disadvantaged youth) with membership and status in the adult
society, at the same time giving them high degrees of responsibility with the necessary
support to succeed in the learning process. Although the final examsin the dual system are
considered very challenging and may in some industries be considerably above the level of
U.S. community college graduates,” some 90 percent of youth pass the exam successfully.

Another important result of the dual system is Germany’s low (10 percent) dropout rate.
Many learning experts theorize that the dual system of learning may be responsible for
keeping youth in the system’s structured education and training process more successfully
than in other systems. What makes the system work may also be considered a disadvantage
in that the system isfairly inflexible and impedes the completion of substantial policy or
content changes. The old-line dual system that was linked to the former East Germany’s
state-owned companies is being transformed as quickly as possible to match the practicesin
the west. The dual system does not provide for life-long learning, although it could easily
use the framework to upgrade skills of current workers.

Why This Case Was Selected
The dua system was selected for:

The extent to which it brings together and holds accountable all the stakeholdersin the
system for developing the skills of the nation’s youth. This social partnership produces a
highly educated majority at alower cost than the cost of full-time schooling.?
Demonstrating that it is possible to prepare individuals with equity and with high quality
results.

Providing youth with clear links to employers and high status jobs.

Functioning as alearning system, as defined by Senge.® Information from each
stakeholder (employers, students, union members, trade associations, schools, and
chambers of commerce) can swiftly be shared through the local, regional and national
network.

The way in which learning-by-doing is reinforced by theoretical knowledge.

The dua system was also selected becauseit:

&« outh Unemployment and the Transition from School to Work: Programsin Boston, London and
Frankfurt.” New England Economic Review, March/April 1987.

" For example, atypical final exam in the electronics/metalworking sector includes a final project in which a
team of youth apprentices have designed, produced, written software for, assembled, and demonstrate a
miniaturized robotics assembly. Personal observations by author during numerous visits to AEG, Siemens,
and other employers.

® Finegold, David, et al.

® Senge, Peter. The Fifth Discipline. Doubleday, 1990
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Has been so widely examined throughout the world. Many countries have adapted the
dual system to their own use, and versions of it can be found in the cases on Chile, Peru,
and Honduras (Zamorano).

Has recently been introduced into three of China's states.™

Is being adopted in amodified form by U.S. states and localities. Recognizing that the
dual system produces highly skilled and motivated entrants into the labor market, in 1994
the U.S. Congress authorized legislation that creates incentives for every U.S. state to
adopt aversion of the dual system.

Background

Germany is considered one of the most highly industrialized nations in the world, and
virtualy every German is highly literate. Many Germans speak more than one language and
most receive a public education, the quality of which is considered superior to that received
by average Americans.™ Asin most of the other industrialized nations, German schools are
the responsibility of the Lander, or states, and not the federal government. Germany offers
its youth awide variety of public secondary schools so that different learning styles and
interests can be accommodated. Each city has several vocational/technical high schoolsin
addition to awide variety of post-secondary ingtitutions. Vocational/technical high schools
participate in the dual system and German students typically spend 2 days aweek in the
school and the remaining 3 days learning at their workplace. Between 30 and 40 percent of
German youth go to universities that are free of charge. However, university entrance is
highly competitive. Openings are made available based on aformulathat correlates demand
in the marketplace for a given occupation; for example, the formula correlates demand for a
chemist or graphics designer with the grade-point average the student achieved in the final
exam (Abitur) with the number of university places available for that occupation in the
nation.

The remaining 60 percent of German youth enter the dua system. Employersinvest in the
system because it allows them to share the cost of the basic 3 1/2-year training with one
another through the various support services that are available to everyone in the system. For
example, ayoung person training for banking occupations in a small- to medium-sized bank
inarura part of Germany is supposed to get the same training as a youth at the German
Bundesbank. Differencesin exposure to workplaces are compensated for by sending youth
to the regional training centers that are supposed to fill in the gapsin skills. The cost of this
training is supported by employers. Employersin the dual system are not required to hire
graduates they have trained.

By sharing in the cost of the initia training, employers can shape the training of potential
new workers around their own technical needs and work organization. Sharing the cost of
theinitial training with other employers and stakeholders aso lets employers use their

19 For information, see the case study “ Province of Shanghai, China: Regional Institute for Research in
Workforce Formation, Education, and Development,” in the Compass to Workforce Development Toolkit
™ AFT Report: High Stakes Examsin Four Countries. 1995.
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resources for specific, in-company training. German chambers of commercein every town
maintain a staff of experts whose job is to supervise the quality of the system. Thisis
possible because the training specifications employers must comply with are the same for
every employer and youth apprentice in a given industry throughout the country. These
specifications are devel oped by the employers, their associations, organized labor, and
educators. The specifications are continually reviewed in a process that is facilitated by
Germany’s Ingtitute for Research in Vocational Education and Training, the Bundesinstitut
fUr Berufshildung (BiBB).

L eader ship and Accountability

Social partnership as an underlying principle of organization. The basic organizing
principle underlying the dual system isthat of “social partnership.” This meansin practice
that employers, organized labor, schools, chambers of commerce, and trade associations as
well as the government all must work together to ensure the development of highly skilled
young people. Stakeholders believe this will help keep inflation low and minimize youth
unemployment.

The dual system uses the following strategies to help ensure all youth in the system reach the
same high quality standards:

The dual system standardizes broad processes and skills but allows for flexibility and
innovation in how to achieve skill levels.

Students learn in real-life settings (workplaces) where learning is driven by their
participation in a variety of structured, project-based learning experiences.

Academic learning supports hands-on learning.

Quality controls and accountability are embedded in the system. This helps virtually al
participating youth meet high expectations. Each stakeholder in the system is held
accountable in specific ways for the success of the training process.

All stakeholders win because each benefits by participating in the system: employers gain
highly skilled youth for lower cost; organized labor gain employability for their future
members through cross-training; chambers of commerce gain by showing they serve
employers by supervising the quality control process; and trade associations gain by
serving employers with valuable services for their members (researching future skill
needs, labor market trends, etc.).

National skill standards and curriculum frameworks structure the training and education
process so that its quality is highly consistent throughout the country.

Accessibility. Every youth who wantsto is usually ableto find atraining place and
school.

Conformity. The system is not very flexible. Changing elements of the system typically
takes along time as the political negotiations among all the socia partners slow the
process.

Personal responsibility. Youth must find atraining place at afirm on their own. Thisisa
highly competitive process.
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Sandards and standardization within industry sectors are what make the dual system a
system—not a program or project.

1. Standardization of processes. Criteriaare set by broad consensus among employer
associations, labor, and schools.

2. Standardization of skillsrequired for each occupation—regardless of the region—are set by
employer associations, organized labor, and schools. Research that supports the
developing of the standards is conducted by a special research institute within the federal
government.

3. Examstest whether students are learning appropriately. Exams are given once in the
middle of the 3 1/2-year training period and at the end.

4, Skill diplomas are given to students once they have successfully passed the final exam.
Without these diplomas students may not enter the labor market as skilled workers.
Training standards are set for employers who wish to train. They must meet stringent
standards which include the presence of specialy trained mentors/instructors, training
facilities, and training time.

5. Master trainers are individuals who have earned technical credentials and who have taken
additional pedagogical training and passed a qualifying exam before they may train youth.

6. Thedual system operates under the guidelines of the Vocational Education and Training
Act of 1969 which spells out the duties of each of the stakeholders in the system.

7. Bylaws of chambers of commerce, trade associations, trade unions, and schools govern
their rolesin the system.

Demand-Driven Design

Working in concert with trade unions and a federal research and devel opment institute,
employers determine what skills are needed to stay ahead. Employers, who arein a sense
the “customers’ and “suppliers’ of the dual system, determine through their various trade
associations the skills and competencies they want and need to be competitive. Neither
schools nor the federal or state governments play aleading role as employers drive the
system to meet their needs.

Research is conducted systematically to determine what occupations and skill sets are needed
to maintain a competitive lead in the global economy. Under contract to the trade
organizations and organized labor, the Federa Institute for Research in VVocational Education
and Training (BiBB) conducts research on future trends to determine what skills and
competencies for each occupation will be needed in the globa economy. Although this
process helps to ensure that the system stays responsive to changes in the way work gets
done, it tendsto be slow. For example, it took 10 yearsto get new standards accepted for
metalworking occupations. According to German experts, the technical problems are not as
time-consuming as the political negotiations required to achieve consensus among the social
partners.

Everyone knows what jobs are in demand and what it takes to get them. Labor market needs
in Germany are carefully researched and communicated to youth by the Bundesinstitut fur
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Arbeit (Ministry of Labor) which each year publishes the expected number of job openings
for each occupation to be found in Germany. Y outh, their parents, and their teachers
carefully consider these statistics and use them to decide what occupation to pursue.

Dual systemtrainers are certified masterworkers who are also certified to teach youth. Dual
system trainers at workplaces are experts who have usually earned university or other post-
secondary degrees and completed technical training to the level of meister, or mastery.
Following this trainers have to complete course work in training and teaching and pass an
exam. If they pass the exam, they receive a specia license that permits them to train youth.
Teachers in vocational schools have a master’ s degree or higher, plus several years
experience in industry.

All the stakeholders in the system know what youth should be able to do at the end of their
31/2 yearsin the dual system. The dua system requires two deliverables of participating
youth and their teachers. first, the project that the student must show to the examining
committee at the regional Chamber of Commerce, and second, the final exam which includes
written and oral parts. The dual system is both competency and time based. It is primarily
competency based in that it spells out clearly what skills and competencies are to be mastered
during what part of the training period. In thisway mastery of the skill standards is plotted
aong a 3 1/2-year time period.
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Open Access

The dual systemisfor all youth who don’'t immediately go on to university. The dual system
is geared toward all youth between the ages of 17 and 22 for entry into mid- and upper-level
technical and service occupations. Y outh in Germany are generally not able to find work
unless they have acquired the credentials associated with a particular field of work.
Approximately 300 occupations require adual system credential. Virtualy al the others
require evidence of successful completion of post-secondary studies. In Germany
approximately 10 percent of youth “fall through the cracks.” Thislow dropout rate
(compared with 25 percent and higher in the United States and other advanced industrial
countries) has been attributed by various experts to the fact that many youth who are not
academically inclined or who question the relevance of their studies find significant
challenge, responsibility, and statusin the dual system. Those students who drop out because
they do not like the occupation they have chosen to learn in the system are dligible for one
more chance at learning a different occupation.

Young men and women participate equally in the dual system. The dual system isequally
accessible to men and women. However, women occupy the majority of the service
occupations and men the bulk of manufacturing occupations, despite several nationa efforts
at recruiting women and girls into nontraditional occupations.

The dual system encourages the participation of Turkish youth. Experts argue about the
extent of discrimination against immigrantsin the dual system, for example, Turkish youth.
Some claim there is discrimination, others point out that certain Turkish parents object to
their daughters’ participation in the system as it changes fundamental assumptions about
status in the family.

The dual system has special programs for the disadvantaged. The dual system is accessible
to youth who have difficulties in finding regular training places within firms. These
difficulties might be due to physical or social disabilities. In many cities, though not all,
specia facilities exist to provide parallé training to the dual system, although in a more
supported environment. For example, in Hamburg, the state runs special workshops or
“pretend workplaces’ that provide each group of six youths with an academic teacher, a
technical teacher, and a social pedagogue (social worker). According to officialsin
Hamburg, 98 percent of these youth pass the same final exam as their peers who trained in
firms and vocational schools.*

Portability of Skills

Sudents learn complex higher order skillsin the dual system. Y outh in the dual system
usually learn in teams, both in workplaces and schools. Moreover, the workplace learning
follows protocols known as leittexte, in which students are given a problem to solve (such as

12 Conversations by author and personal visits with officialsin Hamburg and with the special schoolsin 1991
and 1994.
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building a certain tool) and then coached by their mentor on defining the steps needed to
successfully complete the task. This processtypically involves a great deal of group
interaction, negotiation, and managing the mentor and othersin the firm who act as resources
for the students.

Sillslearned in the dual system are portable among firms, regions within Germany, and
within European Union member states. Any youth who obtains the skills diploma at the end
of her or his apprenticeship period is employable by any firm in any country in the European
Union, provided the firm has a need for someonein that occupation. This portability is one
of the provisions of the Vocational Education and Training Act of 1969.

There are no specific linkages to lifelong learning in the dual system. Generally speaking,
educational institutions and workplaces are not set up to provide lifelong learning
opportunities. However, the topic of lifelong learning is being discussed in Germany,
especially among policymakers, trade unions, and employers.

The dual systemisthefirst rung of the ladder of Germany’s technical and vocational
education system. The dual system connects directly to the vocational branch of the public
education system in that students continue to learn in public vocational schools. They can
also continue their studies in higher level technical universities. The system also connects
indirectly with the academic branch of the system. For example, students who change their
minds and wish to pursue a university education can go to specia “bridging” schools that
lead to university entrance. A number of youth pursue this avenue each year, as these
bridging schools can be found attached to virtually every university, free of charge, as are the
university studies.

Continuous | mprovement

The dual systemisa self-learning system. Each stakeholder continuously monitors the
system’s performance by checking results achieved against results intended.

1. Employers monitor the quality of training through the projects studentsin the dua system
are asked to produce. These projects are often sophisticated, and may take the entire 3
1/2 yearsto complete. For example, in the metalworking/electronics occupations,
students are required to design, build, assemble, and run a robotic assembly that can
produce a miniaturized car or some other comparable item.

2. Chambers of commerce monitor the quality of training by means of visitsto training
firms. Chambers have teams of specialists whose task is to assess the quality of training
in workplaces and schools.

3. Employers, chambers of commerce, organized labor, and educators monitor the quality of
training by means of the midterm and final exams which they jointly develop for their
region.

4, Students and their parents monitor the quality of training and are free to communicate any
problems with chambers of commerce which are the official keeper of the training
contract.
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5. Students, their parents, the employer, and the relevant trade union monitor the quality of
the training by means of the training contract which all parties must sign.

6. Organized labor monitors the quality of the training aswell. In each firm, a special
member of the workers' council is responsible for monitoring the training youth receive
within the dual system and for pointing out any potential abuses.

Innovations in the dual system are extensively pilot tested and externally eval uated before
they become a part of the system. The Federal Institute for Research in Vocational Education
and Training (BiBB) performs extensive “external evaluations’ in the form of research
studies and pilot projects before introducing a particular innovation into the system. Asa
result, problems are usually worked out before the innovation goesto scale. Moreover, a
number of generally favorable studies have been done on the dual system, including studies
by the Organization for Economic and Community Development and by Stephen Hamilton of
Cornell University. **

“ Early warning systems” alert stakeholdersif youth are not learning as planned. The main
indicators of performance in the system are the midterm exams taken at the end of the first
year. Chambers of commerce staff, employer, training supervisor, organized labor
representative, and students al participate in the review and determine to what degree a
student will be able to meet the competencies spelled out in the industrywide curriculum for
the end of thefirst year. If astudent does not have the required skills as specified, the
employer is held accountable and asked to improve her or his practice. Trainers are
evaluated periodically by their students’ results in workplace learning.

Public-Private Partnerships

Employers believe they gain substantial competitive advantage by participating in the dual
system. For example:

Employers get access to the best and brightest of future workers by observing them in the
workplaces for 3 1/2 years.

Employers gain consistently highly skilled entrants into their company, regardless of
where the training took place.

Employers obtain productive use of apprentices for lower cost throughout the
apprenticeship period.

Employers keep their own quality processes high by training.

Employers avoid paying unduly high costs for highly skilled labor.

Employersinvest substantial resources in maintaining the dual system. Employers pay
“training” wagesto youth in the dual system ranging from an average of US$652 in the first
year to an average of approximately US$728 in the third year, depending on the industry.™

3 Hamilton, Stephen.

14 For a detailed analysis of costs of the dual system, see Karin Wagner's paper, “Why Does the German
Training System Work: The Incentives that Drive the German Apprenticeship System,” prepared for the
National Institute of Labour Studies, vol. 21, no. 3, September 1995.
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“Training” wages paid to youth in the system are negotiated by tariff and hold true
throughout Germany. Employers also pay mandatory fees to their chambers of commerce
which are responsible for supervising the functioning and quality of the dual system in each
city or region. Moreover, employers pay afeeto their trade associations who perform
research into future skill needs.

The partner ship among the stakeholders in the dual systemis legally sanctioned and holds
the force of contracts. The dual system is made possible by alegally structured partnership
between industry, education, organized labor, chambers of commerce, government, and
participating youth and their parents. This partnership is codified in Germany’s Vocational
Education and Training Act of 1969. Before ayoung person enters training with a German
employer participating in the system, the youth must sign a contract which is countersigned
by his or her parent, the employer, and the school. This contract is held at the Chamber of
Commerce or Trade throughout the 31/2 year education and training period.

The public sector plays several important rolesin the dual system:

1. It conducts research and convenes all the stakeholders to maintain ongoing conversations
about skill requirements, demand, and training places for youth (federal).

2. It provides academic and vocational education (state).

3. It providestraining places for youth in public sector enterprises such as savings banks
and utility companies.

Sustainable Financing

The dual systemis financed by each of its stakeholders. The cost per individual of the dual
system has been estimated to range between US$4,000 and US$25,000 annually, excluding
the cost associated with the schools. This cost is financed primarily by employers, through
training wages and costs associated with training in their workplaces. Employers also pay
chambers of commerce to control the quality of thetraining in their regions. The systemis
aso financed by the states who pay for the academic/technical education students receivein
schools while in the dual system. Labor market information and the maintenance of a Labor
Market Information Center, with libraries, databases and staff in each German town are paid
for by the Ministry of Labor but contribute directly to the functioning of the system.
Organized labor contributes resources to the system in the form of staff, funding for research,
and participating in the mid-term and final exam process. |n a sense students contribute
some of the costs of the system by foregoing possibly higher wages in other countries, asin
Germany they exchange reduced wages for training and education.

The financing systemis flexible in that different stakeholders all contribute to the system.
Presumably, this would allow easier adjustment should one stakeholder pull out. In
operational terms, however, each social partner is expected to support a part of the system
financially and in other ways agreed to in the Vocational Education and Training Act of
1969. For example, if electronics employersin the trade association feel students need
additional experience in anew technology (for example, integrated control systems),
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employers can and do pay for enriching the curriculum for the workplace. They often discuss
such issues with the local schools, which often respond by modifying their curriculum.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



The Dual System of Education and Training

Replicability

The success of the dual system depends on three main elements. First, “practical” learning
occurs at work and “theoretical” learning in school. Both follow a prescribed curriculum that
issimilar for everyone, regardless of location or background. Second, employersinvest and
drive the system within a broad partnership of all the social partners. Third, stakeholders
participate in legally sanctioned ways. For example, countries with weak employer
associations or countries without strong chambers of commerce would need to develop such
ingtitutions to have afully functioning dua system. Likewise, countries without strong
organized labor would have difficulty replicating the system. Left to their own devices,
employerstend to train for fairly narrow skills without the moderating influence of trade
unions. The dual system, or various of its elements, has been replicated in many parts of the
world, including Brazil, Chile, China, Peru, and several African countries (see separate case
studies).

Economic and Social | mpact

The dual system helps to drive Germany’s economic performance. German employers,
workers, parents, union members, teachers, and students generally believe that the dual
system is one of the drivers of Germany’s economic growth. They point to the system’s
training of abroad group of individuals with such high technical and professional skills that
Germany can maintain its superior position with regard to quality of products and services.
This success of education and training will help to ensure Germany’ s favorable export
balance and to provide resources to fuel continued economic growth.

Some immigrant parents resist their daughters’ participation in the dual systemasit will
raise their status to match that of men. In Germany, asin other highly industrialized nations,
the status of women and girlsis protected by law and part of the socia fabric of society.
German wages are set by tariff agreements and cover occupationsin an industry. The dual
system aims to improve the status of Turkish or other immigrant girlsin that it provides
them with skills equal to any young German in the system. A number of German employers
and educators report, however, that many immigrant parents fear the dual system for
precisely that reason and often keep their daughters out to ensure the superior status of men
in the family and their subculture.”

The dual system is cost-effective in the mid- to long-term. Employers, organized labor and
policymakers believe the system to be cost-effective in the mid-to-long term, not in the short
term. Ninety percent of all youth successfully complete the training.

Virtually all dual system graduates find a job within a reasonable period of time. However,
this depends to some degree upon the economic cycle. The dual system deposits young
adults at a higher level of entry than might be supposed and can lead graduates all the way to
top management positions. Approximately seventy percent of German CEOs in the

15 Author’ s conversations from 1990 - 1996 with a number of German experts.
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manufacturing sector have gone through the dual system. In generd, the dual system
deposits graduates in jobs leading to professional or technical occupations.

Wages paid to dual system graduates are negotiated by tariff and generally support the
individual and hisor her family. 'Y outh who complete the dual system and obtain ajob are
generally in a position to support themselves and start afamily. This depends however on
the economic cycle in Germany at the time of graduation. Wages also depend on the
occupation youth have selected. For example, baker’ s assistant wages are considerably lower
than el ectronics technician wages.

Education and training in the dual system usually supports high standards for environmental
quality. Germany is recognized for its high environmental standards and these have been
trangated to a great extent into the training curricula as appropriate.

The dual system helps to ensure transfer of technology from large to small firms. For
example, small firmswho may not have the highest technology processes in their workplaces
must send their youth apprentices to aregiona training center so that they can get the skills
other youth learn at more sophisticated workplaces. Many employers believe that this
practice helps them “learn” from their apprentices. Generally, technology is highly
sophisticated in German firms, who utilize automated processes and equipment, such as
digitally or pneumatically controlled, computerized tools. Studentsin the dua system are
first introduced to high tech processes through traditional hand tools in order to experience a
“fingertip feel” for what quality and precision work is all about.’® Technical training at
Germany’ s workplaces, for instance ailmost invariably starts out with simple hand tools
before youth move to progressively more sophisticated tools.

Contact Information

Monika Kosmahl Aring, Director
Center for Workforce Development
Education Development Center, Inc.
55 Chapel Street

Newton, MA 02158

Phone: 617 969-7100

FAX: 617 332-4318

E-Mail: monikaa@edc.org

Acknowledgments
The author gratefully wishes to acknowledge al those who made this case possible.

Thanks especially to David Finegold of RAND who reviewed this case study. A
special note of thanks goes to the German Parliament and the German Marshall Fund

18 Conversations by author and personal visits with various employers and trainers throughout Germany.

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



The Dual System of Education and Training

of the United States for providing the author and others with numerous opportunities
to study the dua system in Germany.

Primary Author: Monika Aring

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



The Dual System of Education and Training

REGION: Europe
Poland
Building Trades Craft Union Training Consortium

Case Overview

The Building Trades Craft Union Training Consortium is ajoint partnership between the
United States Department of Labor, the U.S. Building and Construction Trades Department,
AFL-CIO, the Polish Government and Solidarnosc, to train unemployed Polish workersin
the construction industry. The consortium is the result of an initiative conceived by a
presidential mission in 1989. Then Secretary of Labor Elizabeth Dole, former AFL-CIO
President Lane Kirkland and Building Trades President Robert Georgine noted a serious
housing shortage and unsafe conditions related to construction in the jobsites they visited in
Poland.

The Consortium now has 2 training centers, in Gdynia near Gdansk, and in Praga, a suburb
of Warsaw. The centers offer hands-on training in construction trades, based on the U.S.
apprenticeship model. Eighty percent of the participants are employment office referrals;
twenty percent of the participants are from the Solidarity movement.There have been over
2,000 graduates to date, with a nearly 100 percent employment rate. In fact, employerstry to
hire them even before they complete the program. Also, many of the students have started
their own small construction businesses.

The training program is modeled on the apprenticeship program in the United States which is
run by organized labor for avariety of trades, including bricklayers, ironworkers, plumbers
and pipefitters, electricians and carpenters. The curriculum for training construction workers
was trandlated and adapted for Polish workers.

Why This Case Was Selected

The Building Trades Craft Union Training Consortium was selected because it:
Brings together 1abor, management, government, and workers so that each group works
as an equal partner
Trains unemployed construction workers to aleviate the critical housing shortage in
Poland
Trains workers to become self-sufficient workers
Provides an example of how the supply and demand for training can be improved across
national boundaries
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Background

In 1992, the Polish government instituted significant changes to its constitution, marking the
beginning of its transformation from communism to democracy. Poland is remarkable
among former Eastern European countries in the speed of its transition to a market economy,
beginning in 1990 when the new government decontrolled prices, slashed subsidies, and
drastically reduced import barriers. Poland has experienced a noticeable economic growth
rate compared with other countriesin the region. Since 1991, all the growth has come from
the private sector, which accounts for approximately 55 percent of the gross domestic product
(GDP), even though most industries remain in state hands. The unemployment rate varies
from region to region within Poland, with a high near 30 percent in some areas. Nationwide,
therate is 16 percent. Poland’s primary trade customer is Western Europe, to whom it
supplies intermediate goods, machinery and transport equipment, and miscellaneous
manufactures. According to observers, the government elected in 1993 is managing fiscal
matters well, but the pace of privatization is slow."’

Following the presidential mission of 1989, Ironworkers General Vice President and
Executive Director of Training Raymond J. Robertson, (also the chairman of the Building
Trades-Metal Trades Joint Apprenticeship Committee), led ateam of national Apprenticeship
and Training Directors from the four other U.S. International Unions: Electricians (IBEW),
Carpenters, Plumbers and Pipefitters, and Bricklayers to Poland in the spring of 1990. The
team surveyed construction sites, both residential and commercial, and looked at existing
buildings that could be used for atraining facility. They selected Praga as the site of the first
training center.

The directors then selected 10 highly qualified Polish construction craftsmen instructors out
of approximately 25 that were recommended by Solidarnosc. These Polish instructors
participated in a 3 week train-the-trainer course at the George Meany Center in Washington,
D.C. to update teaching skills and develop presentation techniques.

Upon completion of the course, the Polish trainers went to Chicago where they were paired
with Polish-speaking American craftsmen who volunteered their time for the project from
each of the unions. They visited various jobsites, worked with American craftsmen on
residential and commercial jobsites, and observed Apprenticeship classes at the training
facilities of each union. At the jobsites, the craftsmen learned how various crafts work
together, and used the latest technology and equipment. The on-the-job training stressed
safety methods as well. The Chicago training was conducted over a 3 month period.
Participating along with the trainers was the female Polish Director selected by the National
Directors. She was not only a member of Solidarnosc, but was highly qualified in
engineering and construction.

17 c1A World Factbook, World Wide Web, 1995.
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The 10 Polish trainers and the Director returned to Poland with 5 Polish-speaking American
craftsmen where they renovated a building to serve as the training center in Praga Poland, a
suburb of Warsaw. The classes started immediately. The program’s success prompted the
Consortium to open an additional training center in Gydnia, Poland, near Gdansk, where a
shipyard's closing would result in many unemployed workers. These former shipyard
workers already possessed some construction-related skills.

L eader ship and Accountability

A joint partnership between organized labor in the United States and Poland manages the
program. The program isled by the chair of the National Training Directors Delegation,
who aso chairs the Building Trades Apprenticeship Program. The AFL-CIO is operating on
avoluntary basisin this project, investing a great deal of time to help craftsmen in Poland.
The centers operate with permission granted by the Ministry of National Education, and its
programs have been approved by the school board. The training centers also operate under
the direction of the Solidarity Economic Foundation, the legal entity through which the AFL-
ClO participates. Reguests from the training centers pass through the chair of the National
Training Directors Delegation and the U.S. Department of Labor.

On-site staff at the training centers administer the programs. In Poland, there are two
directors at the Centers, two job site coordinators, an administrator, over 20 instructors, and
support staff.

Demand-Driven Design

The training program was developed in response to market demand. The consortium
developed from the need to put unemployed workers back into the workforce, while at the
same time helping to aleviate the housing shortage in Poland. When the consortium was
conceived, the typical wait for housing was 25 years.

Training in international standards can improve the quality of the workforce and attract
foreign investment. A byproduct of improving the skills, knowledge, and techniques of
construction workersis that Poland may become more attractive to foreign companies.
Investors can be confident about the quality of workmanship because the workers are well-
trained to use modern technologies. The contractors are also purchasing newer equipment
that the workers have been trained to use, so both the tools and the knowledge have
improved.

The adoption of international standards can lead to improvementsin existing domestic
standards. The Polish government, in cooperation with the Institute of Building Research in
Warsaw, is working on adjusting Polish building codes to international standards. Foreign
building materials entering the Polish market must be certified by the Institute.”® While

18 Agatha Drozdz, Polish-American Building Crafts Training Center, Poland. Faxed communication, August
1996.
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changing building codes is not part of the Consortium’s goals, the Consortium’swork is
influencing the codes.

Silled craftsmen trained their peersto becometrainers. In 1990-1991, Solidarity selected a
group of highly qualified craftsmen to become trainers. The Apprenticeship and Training
Directors of the U.S. International Unions then selected 10 of these experienced craftsmen to
participate in training. These trainers participated in a 3-week training course at the George
Meany Center in Washington, D.C. In the course the craftsmen learned how to become
trainers, taking classes in teaching methods and devel oping presentation skills. Upon
completion of the course, the trainers were paired with American craftsmen and sent to job
sites in Chicago where they received on-the-job training and applied what they had |earned.
American trainers were members of the building trades division of the AFL-CIO, and
volunteered to servein the program.

Sudents are tested on their ability to implement acquired knowledge and skills. Thetraining
program is competency-based, not time-based. During a 4-month course, students are trained
to become independent construction workers, able to work with blueprints and other tools of
thetrade. To earn certificatesin gas and electrical welding and electrical wiring, students are
required to pass specific tests, as these trades are certified by the Welding Institute and the
Association of Polish Electricians. Over a short period of time students learn more skills
than some of them had acquired during their yearsin school .*®

Open Access

A few types of training programs are offered. The Consortium offers three types of training
programs. A four-month apprentice course is available for those who have no background in
building crafts but want to learn the trade. A 4- or 6-week course is offered to construction
workers looking to upgrade their skills. A business promotion course is offered to those
interested in becoming small business owners.

The programisopento all. The training program is open to men and women. However,
only three women have graduated from the program (one electrician and two carpenters).
The students enrolled in the program are typically between 18 and 40 years of age, and come
from al over Poland.

Portability of Skills

The training reflects a commitment to preparing workers for eventual self-employment. The
apprenticeship model uses peer to peer learning, in which craftsmen are trained to teach
otherstheir trades. In addition to learning the latest in construction technology, participants
can enroll in small business training courses on Saturdays. Particular emphasisis placed on

19 Agatha Drozdz, Polish-American Building Crafts Training Center, Poland. Faxed communication, August
1996.
2 Agatha Drozdz, August 1996
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quality workmanship, safety, and labor management. The 44-hour course provides the skills
and training one needs to become self-employed.

Technical training courses extend the career pathway. In the apprentice program, students
can be trained as bricklayers, ironworkers, plumbers, electricians, carpenters, sheetmetal
workers, or roofers. A 7-week retraining course teaches craftsmen the skills of putting up dry
walls and suspended ceiling constructions. Upgrade courses include work in tile-setting for
bricklayers, copper fixtures fitting technology for plumbers, and electrical motor control for
electricians.”

Construction skills are portable from one employer to another and from region to region.
For those workers seeking to own construction businesses, work is available in this industry
in various regions.

Continuous I mprovement

The programis evaluated on a regular basis. A consortium of building trades unions
internally monitors the program under the auspices of the U.S. Agency for International
Development. The heads of the U.S. training centers of the AFL-CIO conduct external
assessments twice each year.

Trainers can upgrade their skills. Asfunding alows, Polish trainers are brought back to the
U.S. to upgrade their teaching skills and to learn the latest technological innovations
occurring in each of the crafts they teach.

Public-Private Partner ships

Private sector donations are a vital component of the training centers. Various U.S.
companies have donated welding machines, hand tools, and other equipment to keep the
centers up to date with state of the art technology and practice.

Sustainable Financing

The United States provides financial support, but the goal is self-sufficiency. The
Consortium began with funding from USAID administered through the U.S. Department of
Labor, the Polish government, the AFL-CIO (in both financial and voluntary capacities), and
numerous corporate donors who contributed money and state-of-the-art equipment. The
schools have received approximately US$180,000. Eventually the U.S. financial support will
end, and the Consortium is in the process of setting up a Board of Directors to manage the
transition from U.S. to Polish control.

Private funding from companies. Some funding also comes from companies that have a
product and need to develop skilled workers to use or install the product. The company

2! Report: Building Crafts Training Centers: Warsaw-Gdynia.
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makes an arrangement with the school in which the school would provide the training and the
company would supply the money and materials to train the students.

Replicability

The apprenticeship model isreplicable. The training program can be replicated provided
there is a demand for construction workers or workers in other skilled trades. The most
important requirements are highly qualified instructors, modern equipment, building
materials, and financial assistance for a given period of time.?

22 A gatha Drozdz, August 1996.
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Economic and Social I mpact

Promoting economic growth by improving the quality of labor. By training construction
workersin U.S. standards and practices, the quality of construction in Poland and the quality
of labor have improved considerably during the last few years. Contractors and investors pay
more attention to new technologies, and their requirements for quality of labor are strict. The
changes are most evident in finishing works such as suspended ceilings and partition walls.
Contractors are emphasizing |labor management and the use of modern tools and equipment.?®

Further, by helping to make more people employable, the economy is strengthened by a
larger workforce, as there are then more consumers in the market. A healthy construction
industry in turn stimulates other sectors of the economy, such as materials suppliers and
mai ntenance contractors.

Employers' value the quality of training workers receive and frequently hire fromtheir
ranks. Employers are extremely interested in the Consortium’ s program, because U.S.-
trained candidates are highly valued for their up-to-date knowledge of construction and state-
of-the-art technologies. Many employers try to hire participants while they are apprenticing
at their company or job-site. Some participants are lured away by the prospect of immediate
employment before completing the program.

The centers cooperate with approximately 20 companies that provide manual training for the
students. Companies often approach the centers as they are interested in employing the top
graduates. Often the supply of graduates looking for employment is |ess than the number of
companies interested in recruiting them. Besides joining the private sector, graduates also
work in the public sector.*

Graduates find or create jobs. Since June 1991, more than 2,000 participants have graduated
from the program, and nearly 100 percent of them have found permanent employment.
Approximately 10 percent of the graduates have become self-employed. Those who have
established their own companies often continue associations with the centers and provide
manual training and employment for students.

Environmentally safe practices are featured in the training program. Construction workers
learn about properly handling hazardous materials, and the Consortium is considering
implementing new courses in asbestos, lead hazard training, and in ground and water
pollution.

Sharing building-crafts technology. The training program advances a trans-Atlantic transfer
of technology know-how. The courses are conducted by instructors who attended training
courses in the United States. Trainerslearn U.S. technology in the context of the

2 Agatha Drozdz, August 1996.
24 Agatha Drozdz, August 1996. August 1996
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construction industry and return to Poland where they disseminate the knowledge to program
participants.®

% Report: Building Crafts Training Centers: Warsaw-Gdynia.
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Retraining of the Military Program

REGION: Europe
Ukraine
Retraining of the Military Program
A Division of the I nternational Renaissance Foundation

Case Overview

The Ukrainian Retraining of the Military Program (RMP) is designed to ameliorate the
difficulties faced by discharged servicemen, their families, and society as awhole in finding
new productive employment as aresult of the decision to reduce the armed forces from
726,000 in 1991 to 220,000 by 2005. Sociological studiesindicate that discharged
servicemen have difficulty adapting to civilian life, and note a significant rise in the death
rate among them. Recognizing the difficulties inherent in demilitarizing its society, RMP
was launched as a pilot project on the basis of an agreement between the President of
Ukraine and American financier George Soros. Retired Colonel Gennadiy Aksionov has
been the director of RMP since 1994. In 1994, RMP was granted official status. RMP is
sponsored by the International Renaissance Foundation (IRF), a nongovernmental, nonprofit
organization that promotes the devel opment of an open, democratic civil society by means of
financial, material, technical, organizational, and methodological support of Ukraine's
intellectua resources. The IRF was established in 1990 by the Taras Shevchenko Ukrainian
Language Society, the Ukrainian Peace Council, and Zelenyi Svit (Greenpeace) ecological
association, and George Soros.

The RMP supports ex-military officers by operating a series of adaptation centers with
representatives in 37 cities and towns throughout the Ukraine. These adaptation centers
reach approximately 30,000 retired military officers. The centers organize retraining, health
counseling, and other employment services by providing job information, counseling,
training courses, and access to a network of hongovernmental organizations (NGOSs) such as
investment companies, credit unions, and other services. The NGOs are established by ex-
servicemen. By linking ex-servicemen to appropriate NGOs and providing direct services,
the RM P supports participants through the difficult transition to productive employment.

The primary objectives of RMP are to:

» Help ex-servicemen and their families adapt to civilian life and to a market economy by
preparing them for productive employment in civilian occupations.

» Lower tensions within the armed forces and the Ukrainian society as awhole.

* Retrain ex-servicemen to transform them into stakeholders in a market-driven economy.

As of May 1996, 24,000 persons have been retrained, of which 10,000 have found

employment with the assistance of the program’ s administration. They have found jobsin a
wide range of organizations, including government, public, private, and cooperative
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enterprises. RMP accomplishes job growth by focusing on the development of existing
enterprises and by facilitating small business start-ups.

Why This Case Was Selected

RMP was selected for its:
Focus on retraining retired military for civilian work, as this group is often a source of
political instability in countries that are making atransition to a market economy.
Training of retired military to help develop enterprises and a private sector.
Comprehensive support to its clients.
Broad geographic base
Wide-range of military participants

Background

When Ukraine was a part of the Soviet Union, military service were prestigious and many
educated men joined the military. Since 1990, demilitarization has resulted in large numbers
of highly educated, highly skilled ex-servicemen have been forced to prepare for post-
military carrers. The potentially negative effects on society of the emergence of alarge
number of educated, highly skilled peopleinto civilian life in which they see no future for
themselvesis an urgent problem, not only in Ukraine, but in other new independent states of
the former Soviet Union. As these countries move toward democracy and an open market
system, they have to manage many political issues raised by the potential destabilizing effect
of large numbers of skilled, unemployed people. RMP was developed to help ameliorate the
anxieties discharged military personnel and their families experience with regard to “finding
anew life” inthe civilian world. These people have the potential to make positive
contributions to the country’ s democratization and economy, if offered support and presented
with opportunities to adapt to civilian life.

L eader ship and Accountability

RMP is managed by a director who is himself a retired military officer. The central
administration of RMPislocated in Kiev. It has been headed by its director, retired Colonel
Gennadiy Aksionov, since 1994. The director, with the assistance of his staff, plans,
prepares, and administers the program. The RMP director is accountable for the program’s
success. He reportsto the IRF director general and to the RMP Board of Directors
biannually.

An advisory board defines strategies and monitors progress. RMP's Advisory Board defines
the program’ s strategies and monitors its implementation. The advisory board meets
biannually and its members include deputy ministers from Ukraine's labor, education, and
defense ministries.
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Demand-Driven Design

Adaptation centers cover most of the Ukraine. RMP has seven regional adaptation centersin
the cities of Dnipropetrovsk, Donetsk, Kharkiv, Kiev, Lviv, Odessa, and Simferopol. The
centers were established in cities where IRF branches are located. Ex-military personnel and
their families go to adaptation centers for assistance in retraining and re-employment. The
centers also provide notices of job openings, and labor market information from the state
employment service offices, newspapers, and labor fairs to participants. Officials at the
adaptation centers and the |RF regional branches establish agreements for the center to
operate.

The program provides comprehensive support services for small business start-ups,
including help obtaining financing. RMP provides participants with training that will enable
them to find new jobs or start their own businesses. It accomplishesthisin two ways. by
developing and expanding existing enterprises; and by providing support services for
participants who start up small businesses through “business incubators.” These *business
incubators,” located in Kiev, offer communication, legal, and technical services, aswell as
support for hands-on training. Also, because few ex-servicemen possess start-up capital,

RMP participants obtain credit and grants from various funding sources to help them set up
enterprises. RMP is aso developing mechanisms to offer direct support to create small
businesses.

Competition among licensed training institutions reinforces high-quality training. RMP
participants may choose to enroll in courses for awide variety of trades at competing
government-licensed education institutions. Some courses introduce students to business
principles and other topics relevant to starting a small business. Courses range from 140 to
200 academic hours. The average term of full-time study is 1 to 1 /2 months, while part-
time evening courses last 3 to 4 months.

Open Access

RMP programs are not accessible to the general population. They are intended specifically
for those regular servicemen (and their families) who were discharged after January 1, 1991,
or who will be discharged in the current year. RMP also trains retired regular servicemen, a
group that has either had no exposure to a market economy or that left their civilian
professionsin order to serve in the armed forces.

Women and girls are included, but not specifically targeted, by RMP. The programs are
accessible to women and girls, but do not specifically cater to their needs or promote their
status. RMP focuses on serving the needs of ex-military personnel and their families.

Portability of Skills

Program offerings are enriched and expanded by using outside training institutions. RMP
coordinates its efforts with those of other countries to provide complementary training. For

Prepared by the Center for Workforce Development at Education Development Center, Inc., 1996.



Retraining of the Military Program

example, while most of RMP' s courses are classroom based, participants can compete for the
opportunity to go to France for 1 week to gain additional training, which includes site visits
to companies and enterprises similar to those they will try to launch in Ukraine.

Training programs provide skills that are highly portable throughout Ukraine. Both the
training and skills that participants gain are portable in that individuals learn how to find
jobs, start their own business, or acquire skills associated with a new occupation that isin
demand, such as accounting. The wide range of retraining courses offered allows
participants greater flexibility in choosing where to live and work.

Continuous I mprovement

The program relies on a variety of information to ensure participants learn skillsthat arein
high-demand. Researchers are constantly studying the labor markets in the Ukraine and the
states that are transitioning to a market economy (such as Latvia, Poland, Russia). These
external studies provide RMP with valuable information. RMP staff also anticipate labor
market needs by using information from state employment service offices, labor fairs, and
newspapers. Participants selecting appropriate training programs suited to their occupational
interests. Most of the ex-servicemen are well-educated and typically chooseto learn skills
which are in high demand by the many small enterprisesin the Ukraine, such as accounting.

Ongoing statistical quality-assuranceis built in to the training delivery system. Every
month, RM P monitors the training by checking the number of applicants, the number
retrained, the number employed, and the total costs of each regional center. The RMP
regional coordinator submits the statistical and financia reports to the RMP administration.
At the end of each year, RMP hires the Institute of Sociology of the National Academy of
Sciences of Ukraine to perform an analysis of all the data.

Participants evaluate their training. The educational programs and plans are modified
according to the results of anonymous feedback from students at the end of the training and 3
months after the training. Additionally, labor market analysis and information from
enterprises and companies inform the program’ s content.

Trainers are evaluated by participants and the RMP. Trainers affiliated with the several
government-licensed educational institutions are selected by the RMP Expert Commission.
Each trainer is evaluated through surveys completed anonymously by the trainees.

Public-Private Partnership

RMP training provides links to a number of new NGOs. A number of ex-military personnel
start their own NGOs to provide services that are missing in a market economy (credit,
counseling, etc.). The RMP is developing these NGOs into a network of continued support
for participants as they enter the workforce.
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The public sector plays a significant rolein the overall program. For example, branches of
the Ukrainian Association of Retired Regular Servicemen work together with the adaptation
centersto assist ex-servicemen and their families in the transition to civilian life.

Financing

RMP is financed by a consortium of funders. RMP isfinanced by the IRF through the
support of American financier George Soros. As of June 1, 1996, US$3.2 million of Soros
money and US$1.17 million from other sources had been spent for RM P implementation.
The other sources include the French government, the European Community, the European
Union’s Technical Assistance to the Commonwealth of Independent States program
(TACIS), the Foundation for Educational Advancement in Eastern Europe, Foundation of
Netherlands, Department of Education of Denmark, EURASIA Foundation (United States),
Ukrainian Association of Retired Regular Servicemen, State Employment Service of
Ukraine, and Ukrainian Educational Center for Management and Business.

Trainees pay for some of the costs associated with their retraining. All officers attending
courses are expected to pay 10 to 30 percent of the retraining costs, which helps to ensure
their commitment to participating in the program. The RMP covers 70 to 90 percent of the
retraining costs (approximately US$100). The second level of training, with up to one year
of additional study is offered to the best graduates, who are selected through a contest.

Replicability

This program could be replicated wherever an armed forces reduction and conversion is
taking place, aswell asin situations in which there is any substantial downsizing by a major
segment of the society. For example, many mines are being closed in Ukraine and the IRF
Donetsk Regional Branch plans to adapt the ideas of the RMP to ease the transition of miners
into new occupations.

Economic and Social | mpact

Ex-servicemen support each other through NGOs. With the assistance of the RMP, ex-
servicemen established NGOs, including public associations, investment companies, credit
unions, and officers’ enterprises to support each other during the difficult conditions of life
under the pressure of a developing market economy.

Increased participation in civilian life should help build democracy. Thriving democratic
processes have been linked to increased participation in society. As ex-servicemen
participate in avariety of NGO activities and in other employment, their increased
participation in civilian life should strenghten Ukraine’ s developing democracy.

The programis far-reaching. The RMP serves officers from various divisions of the armed

forces, Ministry of Internal Affairs, Security Service, Border Security Forces, National
Guard, Civil Defense Corps, and members of their families, approximately 30,000
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individuals total. The parameters of the RMP' s program exceed those of any adaptation
program in any of the other newly independent states.

More people are employed. Asof July 1996, 11,052 RMP participants either found jobs or
created their own businesses.

Contact Information

Mr. Gennadiy Aksionov
Executive Director

82, Turhenivska St., Apt. 7
Kyiv 254053, Ukraine
Phone: 380-44-216-91-63
FAX 380-44-216-3291
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Executive Summary

Executive Summary

This Analytical Study represents one-third of the Compass to Workfor ce Development
Toolkit that includes a Video and a Guidebook containing 20 best-practice case studies. The
purpose of the Toolkit isto help world donors, policymakers, NGOs, governments, private
sector investors, and USAID missions to devel op effective, market-oriented workforce
development initiatives around the world. The Analytical Study provides the theoretical and
conceptual grounding for workforce development; the criteriafor what constitutes best
practice were developed at a 1995 workshop that included representatives from world donor
organizations, government officials, multinationals, and educators. The study draws
extensively from the literature and the 20 cases to provide rich examples of how workforce
development can link and leverage the results of two separate types of investments:
investment in human capacity (i.e., basic through postsecondary education) and investment in

economic development (job creation, economic growth, and training.)

Why is workforce development so important? Despite unprecedented flows of private money
into poorer countries from U.S. and other sources, recent international publications warn that
unless we reverse the widening gap between rich and poor nations now, the results for future
generations will be disastrous. |n many developing countries, the bulk of the population is
under 25; in many such countries, youth and their parents face a bleak future, with virtualy
no jobs or self-employment opportunities. While this study will hopefully contribute to
knowledge about how workforce development can directly contribute to health and
population control, economic growth, sustainable environmental practices, and democracy-
building, we hope it will also be used to examine workforce devel opment across programs,

agencies, funders, partners, and the education and training spectrum.

Thefailures of investments in traditional manpower studies and vocational-technical training
in the 1980s have been well documented. It istime for a new paradigm, one that links the
development of human capacity to aregion’'s economy and the global market. Shiftsin

perspectives often reved startling new vistas. By shifting to a different context, this study
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proposes a new definition of workforce development, as “enabling all people to have access
to opportunities that enhance the development of their skills, knowledge, and aptitudes such
that they are able to participate in productive work, either by means of self-employment or

by working for someone else.”

The global economy provides exciting new opportunities—decreased costs for technology,
lowered barriers to entry into the knowledge-based economy, and an abundant base of human
labor who are potential consumers. These opportunities are balanced by daunting
challenges—decreased employment as productivity increases, together with accelerating rates
of technological innovation that make it harder for developing nations to catch up as skills
and tools more quickly become obsolete. The global economy aso affects the role of the
nation-state as economic actors collaborate and compete across traditional economic

boundaries.

In analyzing eight important trends in workforce development, this study finds that skill
requirements for formal sector employment in the year 2020 and beyond will be different
from thosein the past. Asworkers no longer have jobs for life, they must acquire core as
well as superior technical skills that allow them to adapt quickly to different settings.
Investments in these individuals require different approaches that integrate support across

what are often separate agencies.

As the more developed countries seek to find their economy’ s competitive advantage, some
have developed highly successful national training systems. Others have devised or are
developing national industrywide skill standards as they seek to improve the efficiency of
their education and training systems. And while, traditionally, education and training have
been the province of the young, the need for lifelong learning puts further pressures on less

than flexible public sector institutions, that, like elephants, must “learn to dance.”

The Study’ s remaining sections focus on findings that come from examining the 20
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best-practice cases drawn from around the world along nine key dimensions: (1) leadership
and accountability, (2) demand-driven design, (3) open access, (4) portable skills, (5)
continuous improvement, (6) public-private partnerships, (7) sustainable financing, (8)

replicability, and (9) the economic and social impact of the project, program or system.

The Study’s final part also examines the potential roles of governments, donors,
policymakers, and other investors and suggests ways in which current investmentsin
workforce devel opment programs could become even more powerful, by leveraging the
investments of different investors to magnify the effect. The Study makes suggestions for
forming and implementing policies conducive to economic growth and workforce
development and recommends 10 potential roles for government, policymakers, NGOs, and
other investors as they consider the benefits of investing in workforce development in their
countries. We conclude by suggesting that the 20 cases in the Guidebook provide abundant
evidence that workforce development can work for virtually everyone in the city, region, or
country. Aswe await the development of new economic models capable of analyzing
complex systems, we suggest that the 20 cases and many others around the world point the
way to afuture where all people have access to opportunities that enhance the devel opment
of their skills, knowledge, and aptitudes such that they are able to participate in productive

work, either by means of self-employment or by working for someone else.”
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Workfor ce Development Workshop
November 16-17, 1995

Workfor ce Development Experts:

Betsy Brand
President
Workforce Futures

Brian Dabson
President
Corporation for Enterprise Development

Ken Edwards
Director, Technical Services Dept.
IBEW

Jim Frasier
Mgr. Learning Research
Motorola

Gary Garman
Mgr. Training & Professional Development
Siemens Stromberg-Carlson

Jeff King
Program Officer
German Marshall Fund

John Middleton
Chief, New Products Division
World Bank

Claudio de Moura Castro
Chief, Social Programs Division
Inter-American Development Bank

Dr. H. Jeffrey Rafn

Commissioner

Dept. of Postsecondary Technical Education
New Hampshire

Andrew Samet

Prepared by the Center for Workforce Devel opment at Education Development Center,
Inc., 1996.



Associate Deputy Undersecretary
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David Waugh
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John Wirt
Director
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Democracy/Education Advisor
Strategic Planning Division
Bureau for Asiaand Near East

Gary Bittner

Higher Education Analyst

Office of Policy & Programs

Center for Human Capacity Development

Ethel Brooks

Field Training Specialist/RSSA

Office of Field Support and Technical Assistance
Center for Human Capacity Development

Global Bureau
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Hiram Larew
Policy Analyst
Bureau for Policy and Program Coordination

Robert McClusky

Education Development Specialist

Office of Policy and Programs

Center for Human Capacity Development
Global Bureau

Ron Raphael

Field Training Specialist/RSSA

Office of Field Support and Technical Assistance
Center for Human Capacity Development

Global Bureau

Luis Salicrup

AAAS Fellow

Office of Policy and Programs

Center for Human Capacity Development
Global Bureau

Emily Vargas-Baron

Deputy Assistant Administrator

Director

Center for Human Capacity Development
Global Bureau

Joy Wolf
Educational Research Analyst
Institution for International Research

Robert Wrin
Associate Assistant Administrator
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Summary of EDC Workfor ce Development Workshop
November 16-17, 1995

Purpose:

Monika Aring (Director of EDC’s Center for Workforce Development and Sr. Project Director )
and Brian Dabson (Workshop Fecilitator and President of the Corporation for Enterprise
Development) explained the purpose of the workshop and its relationship to the study EDC has
undertaken for the United States Agency for International Development (USAID). The purpose of
the workshop was to bring leading expertsin the field of internationa workforce development
together to:

frame the issue of workforce development internationally

determine the parameters of the study

suggest model workforce development programs for inclusion in the study
outline the Mission Guidebook on improving the skills of the workforce

Wor kfor ce Development Scenarios

John Middleton, Chief of the New Products Division at the World Bank, presented his sketch of
workforce development. Workforce development wasa“hot” area of investment from the 1950's
and 1970's, and began to falter in the 1980's. The World Bank and other agencies supported
training schools based on the projection of growth for various sectors, determining what would be
needed down the road and preparing for it. The training schools were 2 to 6 times more expensive
to run than regular schools, and proved to be largely ineffective for several reasons:

the workforce didn't grow in the way forecasted

some fundamental assumptions were wrong, for example, employers didn't employ in strict
categories, they made different choices, including training people themselves

restructuring of occupations

training school graduates demanded higher wages, and employers decided to pay half the wages
for anon-graduate instead and train the person themselves

vocational schools were used to divert young people from university

Contrary to the widespread failure of the vocationa training school, some public training systems
have worked very well (SENA, SENAI), principaly in Latin America. These examples were
successful because they did not depend exclusively on the government. They were flexible, and
redirected to where employment was growing.

Thereis evidence to indicate that government policies to encourage more training can work, such as
in Hong Kong. However, policy can also go too far and subsidize activities that would have taken
place anyway. Economic policy matters alot in whether training will be successful, and if effort is
put into encouraging and supporting markets to function well, many training activities will often
happen. The study should endeavor to find models of macro-level policy development successes
(and failures).

The informal sector deserves special attention. In many countries, large percentages of the

workforce are employed in theinformal sector. In this sector, genera education is often the best
predictor of success.
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It seems that the traditional apprenticeship model is very adaptable here, but cases are needed to
document training in this sector.

Hong Tan, Senior Economist at the World Bank added a humber of pointsto this presentation:

Countries must adapt to economic context, even successful programs (SENA) must change as
the situation changes.

The same program in nearly the same circumstances may till not work (i.e., when Maaysia
tried to replicate the skill center that Motorola had developed, in this case the difference was
that the genesis did not come from employersin the replicated centers).

Firms don't train because they don't need it because technology is standardized

some don't know how to do it

and some are afraid to train because someone else will steal that employee

Many SMEs are really quite homogenous, very efficient, many R& D intensive.

Many firms don't know government incentives are available.

Public training ingtitutions play a small rolein post-school training.

Region Summaries
A representative from each region was asked to summarize workforce devel opment.

Latin America
Trendsin training are:

directed to jobs, not general

focused on job performance

directed toward strategic objectives
applying best practices

training pacts between trainee and employer
focused on skill gaps

train acritical mass of people for support
follow-up mechanisms, reinforcement

Africa

Most missionsin Africaare really learning about workforce development. Their strategic
objectives are focused on other things: health, population, and basic education. The training that is
doneis under the rubric of HRDA and targeted “critical mass’ skills and focused on key
ingtitutions.

Asia

Asaisavery disparate region. Thefocusin Asiais often on women and girls, especially urban vs.
rural. Cambodiaand Nepal are concentrating on the adult literacy component of workforce
development. Some missions are doing other workforce development, such asin the Mindanao
region of the Philippines providing business skillstraining for rural entrepreneurs or Bangladesh's
business advisory service centers. Some training is more sectorally-focused, such as Egypt's energy
management manpower devel opment industry-based environmental training exchanges.

Europe and the Newly Independent States
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Training hereis short-term, done in groups, and focuses on training asmall cadre who will take
skills back and share. In 2 years, 6600 people have been trained in and out of country.

There are no education programs at al in the NIS. Often, missions respond to government
inquiries. One example of a specific project is the Partnership Project, which pairs US ingtitutions
with in-country organizations, setting up training-related activities and products.

Identifying Critical Elements of a Successful Workfor ce Development System

Four breakout groups identified critical elements of a successful workforce development system.
The work of the small groups is presented in an accompanying document.

The large group then created a three-level framework for analyzing best practice cases. 1) meta-
contextual factors, 2) guiding principles, and 3) operational/programmatic features. Thisframework
isincluded in this packet.

Current USAID Wor kfor ce Development I nvestment

Cathy Corbitt, EDC project research assistant, presented the preliminary findings of her research.
Workforce development was rarely at the fore in the AID documentsavailable for review, and many
times it was caled something else. However, there were consistant threads of workforce

devel opment in many mission objectives:

formal USAID projects such as the Participant Training Program and the Human Resources
Development Assistance project (HRDA)

as part of another, seemingly unrelated, strategic objective such as*improving maternal and
child health,” which includes the training of health care workers. Teacher training and
environmental management are also common places to find workforce devel opment.

as part of microenterprise and small business development initiatives

as part of an objective to increase agricultural productivity or technical capacity
inimproving women's lives through increasing skills and economic participation
ina“specia circumstance,” such as NAFTA in Mexico or reintegration of ex-combatantsin
Mozambique, where vocationa training is part of an overall strategy to address change

as part of assistance from PV Os, such asthe International Executive Service Corps

Ms. Corbitt indicated that EDC’ s final report would aso list the “top tier” USAID missions doing
workforce development as defined by specific criteria.

Discussion and Amendment to Day One Work

To begin the second day, the floor was opened for discussion and amendment to the previous day's
results. Topicsincluded discussion of:

when “customer-driven” becomes problematic, specifically when interest groups push for
programs that do not match labor market needs or employer requirements
theimportance of macro and micro economics, contextua factors, and history

the criteriafor cost-effectiveness

therole of luck, good and bad, in success and failure of programs

the problem of consumer myopia and short-sightedness
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balance between planning and flexibility
need for training that provides for life-long learning, transferable skills, and choices
the key factor of the degree of [abor market uncertainty

Nomination of Possible Case Studies

After dight amendment to the meta-contextual s and guiding principles, the group split into two and
nominated case studies. The results of each group were recorded and will be investigated for the
EDC report.

Suggestionsfor the Study

The group suggested how to frame and present the study. Initially, a concern was raised about the
ability to do the study “right” (visit alot of sitesfirst hand and record data) because of the funding
level. Many programs are ssimply not well documented. 1t was felt that this was a great opportunity
to update the World Bank's work of four years ago, but that relying on secondary studies would add
only so much to the existing body of knowledge inthefield. The ILO and the World Bank are
currently undertaking similar studies.

It was suggested that EDC begin with the principles: how they were picked, why they are “quality
indicators,” and why these are valid principlesto stand on. Then, the models should be selected to
put these principles into practice (not necessarily all at the sametime, but at least one and do it
well).

More detailed case studies should show how the models put the principlesinto play.

It was suggested that 2/3 of the models should be from devel oping countries.

Modes must span the depth and breadth of the situations and contexts in which missionsfind
themselves.

Suggestionsfor Guidebook
Severa points about the guidebook were made. The guidebook should:

be the road map of the process of creating workforce development programs or systems.

set avision for what successful workforce development looks like and how to get there
have a keywords index because there must be multiple ways to get to the programs that will
work for you (hypertext linking, search, cross-reference, etc.)

Thisincluded a discussion of how to best present the guidebook: a hypertext linking or CD-
ROM was preferred, but likely unfeasible given the funding level. A binder was the next best
option.

give missions models to use and show them how and under what conditions (constraints,
environments, etc.) they worked and what they addressed

discuss what has not worked

explain the replication process and what to do with the models

include a strong section on how to set up an information gathering and monitoring system
related to the four overall USAID objectives and current activities

include two paragraphs on each model

contain amatrix that looks like:
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Guiding Principles---> Contextual Factors--->Projects--->Oper./Programmatic Principles
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Identifying Critical Elements of a Successful Workfor ce Development System
Workfor ce Development Workshop

Group #1

Physical infrastructure (technology)

Political economy/governance (if don't understand this, it can't work)
Legal

Information knowledge system

Education

Quiality

Money

Group #2

CAPACITY

Program development processes are complete, replicable, and culturally appropriate

Integrate all levels of enterprise devel opment

System able to renew and regenerate itsel f

Must exist in larger context--lifelong learning

Integrated in context of lifelong learning, learning communities, and systems

Hard and soft skills--will do and can do--soft skills must consider cultural context
(multinational programs in various sectors)

Must train trainers

Participatory and flexible

System: recognizable principles and procedures

Creativity linked with all global delivery services

SYSTEMS DESIGN

Access

Equitable

Open access includes continual national assessment of income distribution (full participation of
low income, female, rural, and minority groups)

Accessible and successful (ensuresinclusion for al people, including disenfranchi sed)

Must include worker training and retraining

CURRICULUM

Education and work are linked

Integrated at all levels

Effective utilization of learning and performance technologies
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Group #2 (continued)

Multiple avenues and flexible exit points--open entry, open exit
Outcome

Portable skills: firm to firm, region to region

Focus on deliverables

Must establish standards and certification levels

Flexibility and transferability of skills

OUTCOMES

Market driven/customer driven

Way of anticipating trends

External assessment and evaluation system
Each factor contributes to market development
Competency is not time-based

INFORMATION

Comprehensive labor market info. system

Labor market info. must be available to everyone (1 stop BIZ centers)
Consumer report on training providers

FINANCING

Multiple sources of financing
Cost effective

Flexible financing system

GOVERNANCE

Good partnership with government, industry, and education

Mutual investment by partners (including customer): al put something in the pot and the
outcome matters

Mutual policy making authority

Group #3

Must know where the people are and where they want to be, so must do aneeds assessment first
to figure out the “ skills gap” to guide investment; ongoing assessment.

Employer self-interest drives investment in training

Clarify role of public sector in training

Appropriaterole for govt.: provide information about workforce opportunities for all parties
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Group #3 (continued)
System should be self-sustaining for the long term; have measurable outcomes; demonstrate
effectiveness:
social impact
cost benefit
environment
Flexibility; responsive to changing economy, technology, social needs; capable of
evolving; support adjustment
Recognize that all the parties have different objectives, motives, and interests
Recognize training systems as support for economic development rather than the end in itself
Diversity is essential; multiple strategies for multiple sectors
Training policy could be multi-level: national/regional/local
Workforce development builds on basic education:
the level of education that people bring to the labor market determines the
workforce development strategy
Workforce training depends on investment in basic education
basic education is a platform for training development
Workforce training is not a substitute for basic education:
there’ stension over calling it education or training. If it's education, then
government ownsiit; if it s training, then the private sector owns it
Incentives to stimulate employer investment (get employers to see the light); employers should
have avital rolein designing it
System needs to serve different populationsin society:
preparing for employment
working people
unemployed

Group #4

Essential Components of Effective Workforce Development Systems
Characteristics and Features

Run by employers (or someone who losesiif it doesn't please employer) with agoa

Part of entire company system

Worker pays for part, employer pays for part

Workforce development goes on al the time, continuous upgrading throughout the life cycle
Supply-demand management: flexibility of management to respond to market opportunities
Delivery can be by avariety of modes: firms; community colleges
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Group #4 (continued)

Objectives, goals, what is it going to do--paying attention to target populations and
participants (rural, women, €tc.)

Provide information to students, parents, and employers about what’s going on and how to take

advantage of it (marketing)

Create indicators (evaluate based on indicators), set participation targets (income over time,

employment picture)

Increase competitiveness

Grow new business and industry

Must betraining “plus’ (capitals, materials) some way to implement/make use of what you've

learned

Long-term extensive blue collar training paid for and done by public source. Short-term,
targeted, white collar paid for, done by private source

Quiality--who is willing to pay for it?

Assumption: massive investment in basic education and initial training

Affect change by spreading training; the trained individual as a change agent who will teach

others

Where should training take place? Want to create maximum access for training.

Accountability (respond to market, business)

Provide access to better wages and employment, not to training

Training that isalittle bit ahead of the market

Costs and benefits must be aligned

Transfer of technology
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Meta Contextual and Guiding Principles

Meta/Contextual (environmental scan to determine nature of intervention)
maturity of policy/governance system

social capital/cohesiveness

legal system

knowledge infrastructure

education system

culture/culturally appropriate

Guiding Principles

promotes all levels of economic development

built on or providing basic education skills

employer-led (public-private partnership)

multiple-funders, leverage funding

performance-based (what you actually know and can do....) (quality)
market driven (customer driven)

open to and equitability for al populations

promotes entrepreneurship

individual investsin own skill development

buildsin lifelong learning

flexibility

can perpetuate itself (regenerates/is renewabl e)

recognizes different interests/players

recognizes impact of individual as change agent

workforce development linked to multiple systems (education, economic devel opment,
supports)

information on labor market is available

anticipates market opportunities

govt. and other parties play appropriate roles

builds on basic education, not a substitute for basic education

Operational and Programmatic Principles
competency-based, not time-based

open entry, open exit

clear goals

knows target population (based on needs assessment)
based on labor market information

links education and work

utilizes various learning technologies, including distance learning
provides portable skills

focus on deliverables

establishes standards and certification

Operational and Programmatic Principles (continued)
uses external assessment

cost-effective

provides training

accountability is built-in

social
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access to better wages and employment
trains trainers
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QUESTIONNAIRE
FOR WORKFORCE DEVELOPMENT PROGRAMS

Case Overview

Contact Info:

How was the program started?

Who/what group started it?

When and where?

Primary objectives:

Geographic and participant coverage of program ? (matrix)

Describe participants in terms of: Gender? Age range? Ethnicity? Income level(s)?
What is unique about your program?

What results have you seen? (over what period of time?)

Country Background Info. (ed. attainment, some socioeconomic info. will be woven into the
cases.)

Details of each of the Key Success Factors:

Leadership, Accountability

Primary strategies?

Philosophy/conceptual framework underlying program?

What are the recognizable values, principles and procedures which govern the
project/program/system?

Why are they set up this way?

What standards exist to uphold these principles?

If so, who or what organizations defines what skills are deemed necessary to learn?

Demand-Driven Design

How isthis project or program or system tied to the market?

Isthis project/program/system tied into the international market in any way? (For instance, do
the skills/products the individuals develop compete on the international market?)

What information do participants and program designers/ policymakers have about labor market
needs in their region/country?

Does this project attempt to anticipate trends in skills demand or workforce development gaps? If
so, how doesiit do this?

How are the trainersin this program trained?

Where are the trainers trained?

To what extent is the program competency based as opposed to time based?

Isthere a clear focus on deliverables? If so, in what way?
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Open Access

What populationsis this project geared toward: Urban? Rural? Men? Women? Y outh? Elderly?
Unemployed? Laid off?

What segments of the labor force are being trained and why?

How accessible is the project/system/program to women and girls?

How accessible is the project/system/program to other populations (specify populations)?

Can you give examples?

Portability of Skills

Does this project/program teach or help people learn specific academic, vocational, technical
skills only, or doesit also help them learn some of the “ softer” skills, such as negotiation,
teamwork, supervision, etc.?

Are the skills obtained portable, from firm to firm?

Are the skills obtained portable, from region to region?

How does this program/project/system lead to lifelong learning?

Continuous I mprovement

What are the indicators of success/failure along the way once someoneisin the
program/system/project?

Do these indicators get periodically reviewed?

What factors are reviewed?

Does the result of the review change the program in any way?

Who participates in these reviews?

Are thetrainers evaluated periodically?

If so, how and by whom?

Public-Private Partner ships

What are the employers’ interestsin this project?

To what extent, if any, have employers invested in the project, program, or system?
Isthere any partnership between government, industry, education, NGO's, others?
What is the role of the public sector in this project?

Sustainable Financing

How is the project/program/system financed?

Are there multiple financing sources?

If so, what are they?

What costs, if any, are borne by the various stakeholders in this program?

About how much money is spent on education and training per individual in this project?
Isthe financing system flexible?

Does it adapt itself to different funding circumstances?

If so, how?

Please provide information by type of financing, noting the relevant percentage contribution of
each type, aswell asthe total annual budget of the organization.

Replicability

Do you think this project or approach is replicable somewhere else?
If so, why and how?

If not, why not?
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If the program has been replicated, where, why and with what results? Do you have a copy of
the evaluation reports (if any)? Which were the key indicators used?

Economic and Social Impact (environment, women, health, economic growth, democracy
building)

Isthere any data on the cost-effectiveness of the program/project/system? For instance, what are
graduation/completion rates?

How many get jobs as aresult of the program?

What is the difference in standard of living achieved before/after?

To what might these entry jobs lead?

To what extend does this project/program/system encourage sustai nable environmental
practices? Describe

Isthere any technology transfer going on? If so, from where to where? (ex. large firms to small
firms, etc.)
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Case Criteria Sheet for Nominees for Best Practice (or Worst Practice) Cases

Please check those characteristics which apply to your best practice nomination, and describe
your nominee on the reverse side. If you have more than one nomination, please copy thisform
and fill it out for each nomination.

Name of Nomination/Country/Contact

1. Which of the socioeconomic criteria does your case satisfy?

Mature policy/governance ____ Knowledge infrastructure
Social cohesiveness __ Education system
Established legal system _____ Culturdly appropriate
2. Which of the following guiding principles does your case exhibit?

____ Promotes economic development ____ Customer-driven

____ Buildson or provides basic education skills ___ Open and equitable

___ Employer-led ____ Promotes entrepreneurship

___ Public-Private partnership ___ Encourages persona

responsibility

__ Part of larger learning community ___ Multiple-funders

__ Flexible __ Leveraged

__ Sef-perpetuating ___ Performance based
Sustainable Market-driven

3. Which of the following operational (or programmatic) principles doesyour case
exhibit?

Clear goals ___ Provides portable skills
____ Based onlabor market systems ___ Focuson deliverables
___ Openentry __ Establishes standards &

certification

__ Openexit _ Usesexternal assessment
____ Competency (not time) based _ Cod-effective
__ Linkseducation & work ____ Traning-plus
___Utilizes various learning technol ogies __ Accountability isbuiltin
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In your own words, please describe your nominee below in each of thethree areas:

Nominee:

1. Meta-Contextual

2. Guiding Principles

3. Operational or Programmatic Principles
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